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PURPOSE OF THE STUDY

There is considerable theoretical and empirical evidence
that modern complex work organizations have difficulty achieving
both the coordination of individual actions presumed necessary
to attain their oblectives and, at.the same time, satisfying the
needs of individuals working in them. One of the reasons for
this is that bureaucratic organizations tend to exert extensive
control over the day~-to-day, moment-to-moment behavior of their
employees in an attempt to a;sure predictability of performance.

Employers have generally considered thie a problem of mo-
tivation and taken the position of the clas..cal organizational
and scientific .management thecrists that exchange mechanisms
are the answer, for example, good pay for dull work; or, alter-
natively they have adopted the "human relations" approach of
attempting to socialize workers in various ways to bring their
goals closer to those of the organization.

There is considerable evidence that these approaches are
not always successful. However, some of the literature on
workers and their jobs suggests that people respond differently
to the attempts of organizations to exercise control over their
work activity. Theoretically one may assume that the kinds of
orientations and/or personality attributes of individuals will
influence how they respond to the demands of different jobs.
Hence, questions have been raised concerning what personality
elements are required to enable an individual to pesform com-

fortably in the relatively structured (and sometimes even res-



trictive) work environment characteristic of bureaucraﬁic organi-
zations.

The notion basic to the present research endeavor is that
thre is a dimension of personality which has direct impact on
an individual's ability to work in and gain satisfaction from
jobs in highly structured situations and that this attribute of
personality can be identified and measured. We have labeled
this dimension, "tolerance for structure." Parallel to this is
an analytic dimension of jobs, the degree of "structure", that
represents the extent to which jobs demand that workers exercise
considerable discipline to regulations based on imposed and
distant goals rather than permitting workers to relate at least
some of their immediate behavior to goals of their own choosing.
Presumably, if there is congruence between the attributes of
workers and the requirements of jobs along this dimension, the
worker will experience less strain in performing his job.

Such a concéption of the relationship between individuals
and organizations leads to an alternative approach to the'prob-
lem of dissatisfaction, turnover, and the inability of disad-
vantaged workers to hold jobs--namely, the potential for match-
ing individuals more carefully with the requirements of jobs,
and/or making alterations in the degree of structure in jobs
to accommodate the orientations and needs of individuals.

The purpose of this study has been to develop and validate
two devices to measure individuals' tolerance for structure
and the degree of structure in the requirements of jobs. The

focus of our research has been on individuals occupying semi-




skilled blue and white collar jobs, jobs for which disadvantaged
and poorly educated workers might gqualify.

The second purpose of the research has been to measure the
correlates of tolerance for structure and of job-personality
congruence such as demographic and. job history variables, other
related personality or orientation constructs, and job performance
and attitude variables such ac retention, supervisory ratings,

and job satisfaction.




I. THE THEORETICAL BASES OF THE RESEARCH .

A. Introduction

It is virtually a truism that never before in social history
have formal complex organizations been the context of déily eco-
nomic activity for such a large proportion of the population.
The question of whether these modern, large-scale organizations
can achieve both the coordination of individual actions neces-
sary to attain their objectives and also satisfy the needs of
individuals participating in them has a long intellectual his-
tory. Writers as diverse as Marx (1964), Freud (1957), Merton
(1957) , Parsons (1951 a,b), Bell (1956) , Huxley (1932), Orwell
(1949), Fromm (1955), Argyris (1957), and Blau and Scott (1962)
have raised many fundamental questions about the compatibility
of individual needs and the role requirements of work in the
relatively structured and sometime restrictive environment
characteristic of bureaucracies. (See Etzioni, 1964.)

One of the key elements often pointed to as a source of
such conflict is that the structure and operation of bureau-
cracies demand a considerable amount of discipline to imposed
goals on the part of participants. 1In his discussion of bureau-
cracy and personality, Merton, following Weber (1958), emphasizes
that the bureaucracy's need for reliable performance requires
"an unusual degree of conformity with prescribed patterns of
action. Hence, the fundamental importance of discipline. . . ."
(Merton, 1957, p. 198). Among the changes in the relationship

Q : . .
EBJ(;of the worker to his work brought about by the factory system,
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was the widespread requirement that "work in modern industry. . .
be regular, workers punctual;" hence, ". . . .the disciplines

of factory life did not even permit the illusion of independence
by the worker. . ." (Wilensky Lebeaux, 1965, p. 58).

Central to much of the theoretical discussion about organi-
zational demands for this type of discipline, is the notion
that "individual goals and organizational goals are not edquiva-
lent" (March and Simon, 1958, pp. 55-61). Indeed, as Caplow
has put it, "the opposition of the individual and the corporate
entity is one of the most discussed topics of our time" (1964,
pp. 262ff).

Both Marx and Weber considered at length the issue of the
control work organizations (especially factories and bureau-
cracies) exert over individuals. In both this control was
seen as a source of discontent--alienation, In this same tra-
dition, the socialist Henri DeMan has written that "all work
is felt to be coercive" because, by their very nature, work
activities require individuals to subordinate personal and
immediate goals and needs to ones that are more remote.

Even the worker who is free in the social
sense, the peasant or the handicraftsman,
feels this compulsion, were it only be-
cause while he is at work, his activities
are dominated and determined by the aim
of his work, by the idea of a willed or
necessary creation. Work inevitably sig-
nified subordination of the worker to
remoter aims, felt to be necessary, and
therefore involving a renunciation of

the freedoms and enjoyments of the present

for the sake of a future advantage. (DeMan,
1929, guoted in Blauner 1960).




Although this renunciation and therefore this lack of free-
dom may be present in all work, the degree to which there is
self-control and individual choice involved in the work activity
varies considerably with the type of work and its setting.
Blauner considers the degree of control one has in one's work
a critical factor in explaining the differences in job satis-
faction among occupations. He suggests this is particularly
true in the United States because there is a strong cultural
ideal of individual initiative and independence in the area of
work (1960). -

Weber's central concern (1958) in studying organizations
was how power was distributed and legitimated such that the be-
havior of participants was controlled. However, the power to
control one's behavior may be seen as legitimate by workers, yet
the exerxcise of this control may be alienating and difficult for
them to tolerate. It may create dissatisfaction that is hard
for them to express, partially because the controls are con-
sidered legitimate and partly because admission that they lack
control of their work is damaging to their self-esteem especially
given the norms of society.

The basic demand of bureaucratic organizations is that mem-
bers discipline their expression of personal and immediate needs,
and respond to the more distant and externally imposed demands
of the organization. Parsons puts this in terms of a universal
dilemma of choice which is present in all action situations.
When human action is considered on the most abstract level,

all actors are faced with the necessity to define the meaning



of social situation in terms of five different dilemmas (Parson's
"pattern variables"). One of these is the necessity for actors
to determine whether they will respond to the situation in an
qufective," or "affectively neutral" manner, that is, whether
they will use the activities and relationships with which they
are confronted for immediate psychglogical gratification or to
furthsr a more distant goal. Since social situations (such as
work roles) provide actors with normative prescriptions defining
how they are expected to resolve this dilemma (in addition to
sanctions which reinforce this expectation), the individual is
faced with deciding whether to conform. Assuming that, as a
personality system, an individual cannot or will not easily ad-
just to fulfill any and all action requirements, individuals

are faced with limitations toAtheir motivational capacity to
conform. It is cleaf how considerable strain can result from
such a conflict.

Thus, given .the behavioral requirements demanded of many
individuals by bureaucratic organizations, namely, often exten-
sive amounts of discipline to imposed rather than self-generated
goals, Parson's "neutrality" may be characterized as the norm-
atively expected response to most work roles. For ease of
reference, we have labeled those behavioral requirements of
jobs the degree of "structure"; we suggest that such structure
is an analytic dimension of all work roles. The parallel di-
mension of individuals, their "tolerance for structure", is
also presumably an analytic dimension of personality. Although

"tolerance" (or "neutrality" in the Parsonian terminology) is




the normatively expected respc..s2 to structured work rcles, we
suggest there is reason to believe this may be a somewhat more
difficult response for many people to achieve than Parson, em-
ployers, and educators have suggested.

It is gquite clear that this conflict of goals is an im-
portant source of strain between the organization and the worker
and that it is not easily, if ever resolved. 1Its importance is
reflected in the extent to which organizational theorists write
about this source of strain (e.g., Caplow, 1964, on the problem
of "voluntarism") and businessmen write about their practical
problems (e.g., articles typically found in publications such

as Fortune, Wall Street Journal, Times, and many others on

absenteeism, the refusal of ycang workers to obey orders, ra-

cruitment difficulties, and even executive dropping-out*). A

*See, for example, articles such as the following: 'Psychic
Wage' Depreciating?" by Alfred Friendly, Washington Post, 7/12/71;
"Labor Day," radio comment by Rod MacLeish, Chief Commentator for
Group W, Westinghouse Broadcasting Company, 9/6/72; "Par-idise
Lost: Utopian GM Plant in Ohio Falls From Grace under Strain
of Balky Machinery Workers," by Charles B. Camp, Wall Street
Journal, 1/31/72; Judson Gooding, "Blue-Collar Blues on the
Assembly Line," "It Pays to Wake Up the Blue Collar Worker,"
and "The Fraying White Collar," Fortune, July, September, and
December, 1970; "Young Workers are Raising Voices to Demand
Factory and Union Changes,” by Agis Salpukas, New York Times,
6/1/70; "The Roving Kind: Penchant of Americans for Job-

Hopping Vexes Companies Increasingly," by Ralph E. Winter,

Wall Street Journal, 3/25/70; "Absenteeism Rises at Some
Companies Despite a Tightening Labor Market," Wall Street
Journal, 7/3G/70; “"The Dirty Work," Wall Street Journal, 7/16/71;
"Workaholics," Wall Street Journal, 2/7/71; "Westmorland Calls
Cadence: Army Marches Toward Change," by George W. Ashworth,
Christian Science Monitor, 1/18/71; "Mental Illness: Society's
and Industry's Six Billion Dollar Burden," by Robert N.

McMurry, Personnel Administration, Vol. 25, No. 4, July-

August 1962.
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very telling indicator is the extent to which business organi-
zations spend considerable time and money developing ameliorative

programs (e.g., Robert Ford's Motivation Through the Wor}l Itself,

1969, reports one of the largest experiments in job enlargement
or enrichment: others have tried the three or four day work week,
sensitivity training for supervisors and communication networks.)
That this is a more fundamental problem than such superficial
devices can cope with is evidenced by the fact that worker levels
of satisfaction have not altered for the last thirty years
(Robinson, et al. 1969, p. 20). And that none of the -above
ameliorative programs have been proved effective enough to
warrant wide adoption by industry.

Discussions of these and other sources of conflict between
the individual and the organization in terms of satisfying the
needs of each have at their core the notion that modern insti-
tutions are alienating, that is that they are unresponsive to
the needs of their participants. The evolution of mcdern organi-
zations as unresponsive organizations may be tied, in part, to a
pasic cultural and ideological conception of the relationship
between the individual and society that has permeated much of
the conscious post-French Revolution institution building in
the West (particularly the United States). This conception 1is
the belief that the individual is highly pliable or malleable
and that he can be socialized to perform both adequately and
happily in most, if not all, social systems.

This notion is evident in the conceptions which Rosseau,

Locke and others developed as a philosophical framework for
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desiring the destruction of the old feudal societies which were
under the control of absolute monarchies and for encouraging
the establishment of new, more egalitarian structures. One
of the intellectual roots directing the belief in this change was
the conviction that men were perfectable. The process by which
the new society would be achieved was conceived of as the
creation of new, perfect social institutions which would in-
fluence the goals of individuals and guide their interrelation-
ships. One basis of the belief in democratic political insti-
tutions, for example, is the conviction that all people can be
educated to participate rationally in rational systems of
government. Under the influence of good (that is, for the most
part, rational) institutions, the perfectability of individuals
and thus their harmony with themselves and the society is possible.
These convictions have often been held in the face of

evidence that not all modern institutions are "good" for the
people who participate in them, although they may be highly
rational. 2adam Smith, for example, brilliantly foresaw the de-
velopment of a highly rational economic order in the nascent
factory system of the sixteenth century with its roots in the
extensive division of labor within the firm. However, he also
clearly saw the destructive aspects of this division of labor
for the individual:

The man whose wholz life is spent in per-

forming a few simple operations, or which

the effects too are, perhaps, always the

same, or very nearly the same, has no

occasion to exert his understanding,
Q or to exercise his invention in finding
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out expedicnts Zfcr removing difficulties

which never occur. He naturally loses,

therefore, the habit of such exertion,

and generally becomes as stupid and ig-

norant as it is possible for a human

creature to become. (Smith, 1937, p. 734)
Nevertheless, Smith assumed that this obviously inharmonious
relationship between the individual and a central socletal
institution would be overcome by the development of another
institution, the educational system. The stupidity and ig-
norance nurtured by the factory system that makes workers un-
suitable for the military, disrespectful to superiors, and
superstitious, could be erradicated because of their educata-
bility (p. 735-40).

Thus, particularly since the French Revolution, Western
culture has contained the widespread and strong conviction that
the control of sociél structures is the key to the perfecta-
bility of individuals and society. This conception of the
relationships of the person to society is clearly basic to the
development of modern economic, political and educational insti-
tutions (although it has not always been the basis of their

actual functioning).

In analyzing the American value system, Kluckhohn and

Strodbeck (1961) assert that the perfectability of man and
man's capacity to master nature are two central value orienta-
tions. Certainly in terms of those values specifically related
to individuals' work behavior, the American value system em-
phasizes the perfectability of individuals and social institu-

tions. The Protestant Ethic, the stress of individuality and
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autcr .mv, -he belief in mobility based on indivicdual merit,
anc tre be _ief that American social institutions should be the
model for other societies all reflect this perspective.

In additicn, there is a fundamental reliance on basic
socializiny institutions, primarily the educational system, not
only to facilitate economic success and mobility for those com-
mitted to thesc goals, but also to assure that all members of
the societ are molded and trained to fit into existing social
institutions. When this process is not successful, that is when
individuals are found "uneducatable" (and there are obviously
"failures" of many sorts to be contended with), the blame 1is
placed on the individual's unwillingness to put forth the
effort, not upon the system's assumptions or the failure of
economic institutions to provide satisfying and meaningful
work. |

Let us consider the socialization process and the question
of how realistic the assumption of almost infinite malleability
is.

It is certainly the case that cultures and societies
socialize their young to fit into the structures within which
the youngvmust eventually participate. The "perfability"
conception of this process does allow for the obvious possibility
that the socialization of youth will be incomplete either
because they are not prepared directly to participate in
specific adult roles, or because the process is not uniform
across all parts of the population (witness the idea of a lower

class "culture of poverty"). However, the society is willing



to tolerate some deviance, to train and resocialize others to
assume adult roles, and even to undertake compensatory educa-
tional programs tc assist the least well prepared adapt them-
selves to fit existing roles.

1t is also the case, however, that socialization may re-
sult in a substantial lack of fit between a far larger number
of individuals and the societal institutions than this con-
ception suggests., Certainly whole scale defection from par-
ticipation in central roles (including economic roles) would
be a major, if not fatal, problem for the society. Although
this is obviously not the case in the United States, the in-
cidence of dissatisfaction and indifference in many work roles
indicates only a minimal level of commitment on the part of

these workers. (Blauner, 1960; Wilensky, 1964; Herzberg, et
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1957; Vroom, 1964; Robinson, Athanasious, and Head, 1969).
This reflects a far from complete integration of individuals
in the society and one of their major social roles. Phenomena
such as this suggest that, contrary to the prevailing value
system, individuals may not be as pliable as has been assumed
and existing social structures may not be as personally re-
warding to their participants as believed.

"Alienation" as it is often used suggests that societal
institutions have been created that are strain-producing pre-
cisely because they have not taken into account those needs
of individuals that are sufficiently basic to be both wide-
spread and relatively resistant to change under varying insti-

tutional conditions. Whether it is clearly stated or not,
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this is a fundamental assumption of much of the alienation
tradition in Western thought. Marx ties the lack of individual
freelom to a particular institutional context, by stating that
it results specifically from the alienation of labor charac-
teristic of a market economy. He speaks of man being de-
prived of his real essencc, his "species being”, under the con-
. ditions of forced labor characteristic of a capitalistic, mar-

ket =conomy.

What, then, constitutes the alienation of
labor? First, the fact that labor is ex-
ternal to the worker, i.e., it does not
belong to his essential being; that in his
work, therefore, he does not affirm him-
self but denies himself, does not feel
content but unhappy, does not develop free-
ly his physical and mental energy but
mortified his body and ruins his mind. .
His labor is therefore not voluntary, but
coerced; it is forced labor . . . The
external character of labor for the
worker appears in the fact that it is not
his own, but someone else's, that it does
not belong to him, that in it he belongs
not to himself, but to another . . . SO

, is the worker's activity not his spon-
taneous activity. It belongs to another;
it is loss of his seclf. . . It is just
in his work upon the objective world, there-
fore, that man first really proves him-
self to be a species being. This production
is his active species life. Through and
because of this production, nature appears
as his work and his reality. The object
of labor is, therefore, the objectification
of man's species life. . . In tearing away
from man the cbject of his production, there-
fore, estranged labor tears from him his
species life, his real objectivity as a
member of the species . . .(1964, pp. 110,
111, 114).

Blauner, in his discussion of alienation, suggests specif-

[JKU: ically that "the need for autonomy and independence may be a




15

.c

more deep-seated human motive" than has been recognized by
those who emphasize the conformity (everyone being fit into
similar social roles) said to characterize modern society (1960).
He concludes that,

. « « » We must anticipate the day when

the utopian solution of eliminating as-

sembly line production entirely will be

the practical alternative for a society

which is affluent and concerned at the

same time that its members work with pride

and human dignity.

Etzioni makes this underlying assumption explicit in his
discussion of alienation. According to Etzioni (1968, p. 618),
the concept of alienation as "the unresponsiveness of the
world to the actor, which subjects him to forces he neither
comprehends nor guides" requires a conception of "basic human
needs."

. - « Without an analytic concept of
autcnomous needs, it must pe concluded
that there is, in principle, no limit

to manipulability--that the members'’

needs arc basically pliable in that

they can be changed to fit the societal
structure rather than redquire a trans-
portation of the structure to achieve

a higher level of responsiveness. (p. 622)

Therefore, basic to the alienation theme is the notion
that there are limits to the pliability of individuals. This
counter intellectual tradition suggests that when powerful
institutions exert what is often a coercive influence on indi-

viduals to conform, they may pass some unspecified limits

of individual tolerance in their demands; strain and lack of

ERIC |
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personal fulfillment result. Indicators of this strain must
be sought, trying them conceptually and empirically to specific
role structures.

The alienation tradition, therefore, focuses on the func-
tioning of social institutions and leaves the psychological
dimension as a set of assumptions about "basic human neceds,”
the content of which is usually left vague. (2An exception to
this is a brief discussion by Etzioni, 1968, pp. 622-32.)

Another expression of this challenge to the pliability
assumption of people's relationship to society comes out of
psychology, probably most influentially in the works of Freud.
Here the focus is on the functioning of the psychological sys-
tem and it generally ignores the sociological level or leaves
it as a set of assumptiocns.

The conception of individuals presented by Freud in his
theoretical and clinical materials is that of a relatively
unchanging personality system once the first few years of life
have been passed. The most important aspect of this conceptua-
lization in our context is the assumption that personality is
extremely difficult to alter although Freud also attempted to
deal with the issue of basic, which he later defined as ins-
tinctual, human needs. His, as well as other psychological
perspectives, offer a strong challenge to the hopeful optimism
of those who would seek to perfect society through the ability
of rational and well constructed institutions to alter human
motivations and bchavior on a wide scale. In addition, the

poor results of educational and other compensatory prograns
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as well as the rather stable levels of job dissatisfaction
among workers over the last thirty years offer challehging
data.

_ There are, however, alternative approaches to personality
which are more in line with the pliability tradition of American
culture:

' Situationism maintains simply that human
beings respond as situations require them
to respond; and that whatever their bio-
logical diversities, they will, if capable
of learning, take on the attributes which
the situations call for. . .Given a changed
situation, there is a changed role and con-
sequently a changed personality. (Murphy,
1947, pp. 867-8.)

It is conceptions such as this that result, as noted
above, in the blame for failure being placed on the individual
who is unwilling to be "educated" into fitting the social slot
for which he has been prepared.

Such psychological per.pectives as these have been found
by many psychologists too narrow to explain the realities of
human behavior. For example, according to Allport (1937) and
Murphy (1947), among many others, personality theory must
incorporate both situational and organism factors in under-
standing human behavior. Psychologist Abraham Maslow (1954)
has confronted the question of organism factors directly by
asserting that there is a hierarchy of basic human needs.
These begin with survival factors and move "upward" to needs

for self-actualization and self-esteem. Maslow suggests’that

only when the basic survival and maintenance needs are satis-
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fied is there pressure for the fulfillment of other, 'higher'
needs. With the decline of a scarcity economy in most of the
West, it wou .d seem that needs for self-actualization and self-
ésteem would be widespread, encompassing all but small pockets

of those citizens in abject poverty. Indeed, other writers

~such as Agyris (1964, and 1657) suggest that such personality

needs are central to mature personalties in Western society
and £hat they are not being met by the majority of work roles
in the society.
. . . .the statements of Maslow and Argyris,
although too broadly drawn, indicate important
differences between what men may want in their
work and what they in fact are confronted with.
(Tausky, 1970, p. 82)

The sociological concern with the socialization process
also reflects the same differences in perspective concerning
the individual and social institutions. Theorists such as
Mead and in recerit years Talcott Parsons conceive of individuals
as highly socializable so that most are able to conform to a
wide, if no£ infinite, range of social arrangements. Strain
arising from lack of compatibility between individual (person-
ality) needs and institutional needs is not seen as a major
societal, or sociological problem. In contrast, other writers,
notably Marx, Weber and the contemporary writers concerned with
alienation, have stressed the extent to which modern social

structures fail to satisfy the needs and goals of individuals.

Parsons has raised theoretically the issue that all social

structures face the problem of assuring that specific system
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needs are congruent with the specific personality needs of
actors. For erample, for organizations to function as goal—‘
oriented social systems, there must be "integration of a set
df_common value patterns with the internalized need-disposition
structure of constituent personalities" (Parsons 195la, p. 42).
Although Parsons considers the exi;tence of such congruence
theoretically problematic in all social structures, he does
not perceive the problem of incongruence to be a major societal
problem; it is, therefore, not a major conceptual one either.
The socialization process, béth in childhood and after, assures
that, for the most part, social roles as designed in the par-
ticular society and culture will be filled adequately without
disfunctional stress.

Etzioni, on the other hand; represents the alternative view
of the socialization process, namely, that such compatibility
is not only problematic, but that it can be (and is in modern
society) a major societal problem. He proposes (1968, pp. 622-
32) that many social structures fail to satisfy "basic human
needs" and that this encourages the alienation and other high
psychic costs which are evident throughout economic structures.
These social arrangements continue because "persons can be
mobilized into roles incompatible with their needs, which they
otherwise would not seek, in order to gain some emotional
security" but there is a price to be paid for this in that
"needs other than that for stability will not be gratified
and will not adapt so that they can be satisfied in these roles.”

Both of these perspectives on the relationship of indivi-

duals to their social roles are evident in the key conceptions
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of how important social institutions should be designed and
managed. But it is clear that belief in almost infinite mal-
leability has held a dominant position in developing and con-
trolling economic institutions, educational programs and, more
recently, compensatory programs for the disadvantaged.

It seems quite clear that the assumption underlying the
revolutionizing effects of the scientific management movement
was that individuals could be treated as adjuncts to machines.
This meant that they could be fitted into any work role so long
as (1) the job was sufficiently broken down that any skill re-
guired resided in the machine, not the individual and (2) there
was an authority structure providing sanctions to assure the
tasks were carried out as designed. Lyndall Urwick was an
early creator of the branch of the scientific management tra-
dition concerned with organizational structure and administra-
tion (as were Weber and Favol). He conceived of management
as being concerned with systematically fitting workers into
work roles that were rationally designed to maximize produc-
tivity as if these individuals were simply another raw material
("human capital" in the contemporary terminology). According
to Gross (1964, p. 145),

Urwich defines organization as 'determining
what activities are necessary to any purpose
(or "plan") and arranging them in groups
which may be assigned to individvals.' It
should be undertaken 'in a cold-blooded,
detached spirit,' like the preparation of

an engineer design, without reference to

any individuals who may now be in the or-
ganization. Every effort must be made to

find or fit people to the structure.
(Elements of Administration, p. 34-39).
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This is not an altogether antiquated view if one examines
the personnel practices of many American companies. However,
problems with absenteeism, turnover, and employee dissatisfac-
fion have caused American industry to reconsider, at least to
some extent, the effectiveness of such an approach. One ob-
server from inside management has succinctly defined the past

and present situation in industry as follows:

The labor shortages and high costs of World

War II precipitated many ingenious responses

to the need for more productivity, better gquality,
lower turnover, reduced costs, and better
employee morale. All the major trends during
the period from 1940 to 1965 were aimed at
making the employee feel better about his job
or about the company, with the hope that he
would then improve his work. . .one thing is
. clear: In the 25-year effort to motivate
employees along these lines (from reducing
hours and increasing wages, to better

training of supervisors in human relations
skills and 'employee communication'), a
satisfactory and lasting solution has not

been found despite the efforts of many con-
cerned and intelligent supervisors. . . There

is now a minimum threshold of job accepta-
bility, vague but real . . . .Workers often
seem quite indiffirent. (Ford, 1969, pp. 22-3).

Ford is suggesting that not only did the harsher scientific
management approach fail to solve the probleﬁ'of assuring
workers would fulfill the task requirements of their jobs, but
that the so-called "human relations" approach also failed. We
suggest that one reason both have been inadequate approaches
to worker motivation is that they both assume the almost total

pliability of the worker and seek to control his behavior by

financial reward and by manipulating certain "aspects of the
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interpersonal environment (the "good institutions create good
people" theme noted above). Although the early human relations
approach challengéd the classical scientific management assump-
tion of Taylor, Urwick and others that workers had only eco-
nomic needs to be satisfied by their jobs, they still made the
basic assumption that, under the right interpersonal conditions,
individuals could be fitted into existing work situations. As

reported by Tolman, Kurt Lewin, for example, believed that,

If we can but discover . . .those laws whereby
a given 'life-space' inevitably produces a
given behavior, then we can know how to change
persons and groups to remake their behavior
according to our hearts' desire. (Tolman, 1948)

0f this approach to industrial relations, Thompson con-

cludes that,

'"Managerial sociology' (i.e., 'human relations')
has performed the ideological function of di-
verting attention away from needs for institu-
tional change by emphasizing the possibility of
fitting the individual into the existing insti-
tutional structure. Keeping problems on the
level of individuals protects the integrity

of the institutional structure by presenting
officials with a series of individual problems
rather than with the need to revamp the whole
structure and the possibly fatal admissions
which that course of action implies. (1961, p. 122)

For example, one answer to industry's estimated 3 billion dollar
annual costs resulting f£rom "mental illnéss“ of its employees

is provided by "an authority in personnel management (and)
industrial relations" who proposes ". . .the handling of many

‘*problem' cases (through chemothérapy; specifically, . . . the

wider and more systematic use of tranguilizers." (McMurry, 1962,
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emphasis in original). The perspective 0of the writer quoted
here differs from those of most other human relations experts
in that he is in the psychological tradition that sces indivi-
duals as difficult to change as far as their motivation and
extent of mental illness. His approach to the practical solu-
tion of the problem of mental illness in industry, however,
is in the human relations tradition insofar as it emphasizes
manipulating individuals to fit iﬂto existing institutional
arrangements. o

A few other recent writers of the human relations school
also regard with skepticism the assumption that management can
change individuals so that they are "adjusted" to any work
situation for which they are needed. William F. Whyte, for
example (1961, p. 39), suggests that research is lacking con-
cerning what personality needs individuals bring to their jobs
and effects of those demands made by their jobs: "If we can
describe personalities and social requirements of jobs in the
same terms, we can advance our knowledge of the relations of
individuals to organizations." Herzberg (1959, 1966) and Foxrd
(1969) , among others, have also suggested that workers have a
broader range of needs to be filled by their work, and that
the job itself may have to undergo some intrinsic changes
in order to satisfy them.

Nevertheless, there is considerable evidence to indicate
that such approaches have made little‘inroad in the approach
of management to the relationship between their employees and

their jobs. Certainly the notion that their employees are
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highly malleable subjects for whatever programs of improvement
are developed continues to prevail in industry. If this were
not so, industrial psychologists would not have to write in
journals such as Personnel Administration that management

", . .must discard many more realistic ones" namely, that "it

is not going to be able to bring about any significant change

in (their employees) as pérsons“ and that "efforts to shape
attitudes by counselling, admonitions, formal training, or
public or employee rélations activities are rarely effective"
(McMurry, 1962). |

Such insights have also not seriously influenced national
policy, for example, in the area of compensatory programs
aimed at those disadvantaged by_erratic work histories and
inadequate education. The national manpower policy aims to
assist such workers "adjust" to the regular labor market (U.S.
Depértment of Labor, 1968,). The goal of such policy is an
admirable one, namely that the disadvantaged worker has the
right to participate in the economy, such that he earns a living
wage for himself and his family. However, this goal is to be
achieved through federal support of the "adjustment process"
which is aimed at "fitting a new kind of worker into a tra-
ditional work assignment" (p. 105).

Underlying the programs developed to implement this goal
is the traditional assumption that the right institutions
(namely educational, job training, and counseling programs)
can fit any willing person into existing economic molds. Such

programs skirt the vast difficulties in finding sufficient
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jobs for such workers, jobs providing culturally acceptable
levels of pay, working conditions, and social esteem. Equally
important, this approach ignores the fact that even mahy ﬁgll
paid workers in relatively prestigious blue and white collar
jobs do not find satisfaction in their work so that even their
motivation is reduced. In light of these facts, it is diffi-
cult to assume that individﬁals substantially more alienated
from economic as well as other institutions, people with a

vast store of disappointment, frustration and deprivation, will
develop new levels of motivation to fit themselves with ease
into some of the least acceptable Jjobs in the system. Since
economic security from labor market participation has hardly
been a part of their previous experience, it is unlikely that
they will easily, if ever, develop a strong enough need for the
minimal level of security provided by the jobs they are offered
to overcome the dissatisfactions and stresses related to such
jobs.

Nevertheless, this is the underlying expectation of such
ameliorativé aftempts as the various manpower training pro-
grams of the U.S. Department of Labor and other organizations
that are aimed at helping the hard core unempioyed. Their
belief is "in the constructive impact work has on behavior"

(p. 101), and that "the majority can be brought to the point
of employability by a combination of manpower and social ser-
vices" (p. 204). However, the far from promising results of
such programs in the recent past have caused considerable con-

cern about the policies. Although certain changes have been
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forthcoming, the thrust of the endeavor is still to create "good"
institutions to change people so that they fit into or "adjust"
to existing structures. Of course, "it will be necessary to
éontinue services to workers over a much longer period than

has been usual in the past. Lengthening the period of (federal)
responsibility, of course, means higher costs" (p. 107). That
is, more of the same thing that didn't work before.

This commentary is not to debunk the goals that are in-
corporated into these national policies, but only to examine
the assumptions upon which the means to these ends are based.
Although the programs acknowledge only minimal success, they
do not face the vast difficulties if not impossibilities im-
plicit in the two underlying requirements for their success:
first, the development of a large number of low skilled jobs
that meet attractive levels of pay, working conditions, andv
status; and second, the alteration of deeply embedded expec-
tations, values, and motivations in the people needing these
jobs. That the latter can be achieved is an assumption that
characterizes the philosophy cf the entire American educational

system, of which compensatory programs are only one, albeit

important, part.

Thus, the orientation of such programs as well as many
of the moves on the part of industry to improve worker satis-
faction and reduce absenteeism and turnover, make the dubious
assumption that individuals are highly pliable and can- thus
be fitted into existingAjob slots many of which are highly

structured. If we turn to another body of literature, how-
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ever, there is some evidence that individuals differ in terms
of their response to the same job conditions. This wuggests
that a fruitful approach both to understanding the individual's
relationship to his job and to improving that relationship
migHt be the matching of individual's work orientations or
personality attributes with the requirements of the job.
Theoretically one may assume (and there is some data to
support such an assumption) that the kinds of orientations
and expectations brought to the job by the worker will influence
how he evaluates the contribution of various aspects of the
job to his general satisfaction or dissatisfaction. (Vroom,
1960 and 1964; Barrett, 1970; Blaunexr, 1964; Turner and Lawrence,
1965.) To the extent that an individual has, for example, an
"instrumental" orientation toward his job, he may be conscicusly
willing to put up with lack of some personal need fulfillment
in return for a given level of financial reward. To the ex-
tent such an exchange is acceptable, workers are likely to feel
little strain in their work performance and to report.general
satisfaction with their employment (although the same workers
will probably note that their specific tasks are not at all
satisfying). (see for example, Goldthorpe, et al, 1968.)
In this way, therefore, many workers are likely to report that
their affective needs are not being engaged by the nature of
job they do and that this produces some discomfort. Whether
this discomfort is "tolerable" or "acceptable" or not, partly
depends upon what orientations they bring to their jobs.
In expanding éur knowledge of the impact of job require-

ERJ(j ments on individual attitudes and performance, we must therefore
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analyze both the specific orientations the worker brings to
the job and the specific behavioral requirements he confronts.
Such an analysis requirez, however, a careful conceptualization
ofZ the analytic dimension of roles suggested above--the degree
of "structure" characteristic Sf work roles, and a similar
conceptualization of the parallel dimension of personality--
the worker's "tolerance of structure."

This necessity to consider the relationship of the indivi-
dual and the work organization at the level oi the role and

thus to empirically tie specific structural conditions to in-

dividual attitudinal and behavioral responses has also been
raised by Wilensky (1964). Wilensky has called for the refor-
mulation of the Marxian and related conceptions of alienation
to provide clearer definitions and sociological meaning.

Specifically, he suggests,

The problem is to link specific attributes
of social structure in the work-place to the
private experience-~-the troubles, the Jjobs--
of the person. Let us define social aliena-
tion as the feeling that routine enactment of
role obligations and rights is incongruent
with prized self-image, e.g., the kind

of fellow I am at my best is not the kind

of fellow I am obliged to be as assemblerx

in work crew, father in family, member

in church, union, or voluntary association,
(1964, p. 140)

Working with data collected on both workers' reports as
to the important aspects of their own self-images and on the
characteristics of their jobs, Wilensky attempted to measure

the extent to which individuals and jobs are either matched

(workers therefore being "attached" to their work), incongruent
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("alienated"), or unrelated in terms of important characteris-
tics (in which case vcrkers are considered "indifferent" to
their work).

Our approach is in a similar vein. However, we begin with
a theoretically based assumption that for many individuals,
working for long perioas of time at activities which demand dis-
cipline to imposed rather than self-determined goals, is non-
gratifying. We have suggested, based on the nature of formal
.organizations, that such demands are frequent but take many
forms. Therefore, we have preposed an analytic and structurally
based dimension of all work roles, the degree of "structure,"
that is the extent to which the actual work role regquires in-
dividuals to discipline their behavior based on goals which are
set by others. Such diécipline is likely to be non-gratifying
to many workers because the sense of mastery or control gained
by establishing the goals for one's own activity is not obtained
and because external discipline is likely to interfere with the
worker fulfilling personal goals that he sets or would like to
set in relation to the work itself or other desirable activities
while on the job. In this situation, we expect strain to re-
sult.

We also, however, -begin with the notion that individuals
differ in their tolerance for such job‘requirements and thus
the "strain" will vary depending upon the orientation of the
individual to those requirements, that is the degree of "tolerance

for structure".
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Now let us turn to the specific theoretical backgrounds
upon which rests our development of the two measurement devices
designed to measure the degree of Tolerance for Structure (an
individual, or personality attribute) and the extent of struc-
ture in jobs (a role attribute).

B. Tolerance for Structure: An Analytic Dimension of Person-—
ality -—- An Orientation toward Work

Although the tradition of intellectual concern with the
particular personality requirements for working in a bureaucracy
is relatively extensive, the empirical work in this area is
guite limited. Certainly there is an extensive literature re-
lating various personality traits, such as awuthoritarianism,
to specific, limited aspects of an ingividual's work behavior
and attitudes, particularly the relationship between supervi-
sory styles and the psychological characteristics of workers.
(Vroom, 1960 and 1964; Likert, 1961; Herzberg, 1959 and 1966;
Wilensky, 1964, among many others.) However, jobs are complex
social roies composed of many different elements to which the
worker must react simultaneously, supervisory relations being
only one of these. Little has been done to examine the inter-
actions of the worker's personality and the structure of the
total work role as the worker experiences it day in and day
out. Naturally, not every aspect of the job and its setting
is expected to have the same weight in terms of worker reac-
tions. However, certain key analytic dimensions of Jjobs as

work roles may be hypothesized as critical variables for the
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understanding of an individual's response to his job.

As suggested above, there is a long and substantial tradi-

tion of thought to support the conitention that there is a

Jbureaucratic".dimension of jobs which is reflected in all
aspects of the work role (supervisory relations, job content,
rules of conduct, interactions, etc.) and which critically
influences the responses of workers to their jobs. It is sug-
gested that a coxresponding dimension of personality exists

which influences how an individual will respond to jobs that

demand more or less of such discipline. Indeed, several other

writers have suggested that research on the relationship of
personality apd role requirements in large scale organiza-
tions is essential: "We certainly need othef studieg using a
contingency approach to investigate more fully the personality
needs of managers and workers in relation to both technology
and organizational setting” (Lorsch, 1970, p. 18).

The literature contains a number of references to
attempts to relate personality to bureaucratic work roles.
Leonard Gordon (1970), for example, has developed an instrument
to measure an individual's preference for different work
environments, particularly bureaucratic ones, drawing his base-
line concept entirely from the Weberian -ideal type of bureau-
cratic organization. Regis Walther (1964) has also developed
an experimental instrument designed to measure thirty-seven
personal qualities of workers which influence job performance.

several of these¢ may be described as broadly related to
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bureaucratic job requirements. Borgatta and Bohrnstedt (1971)
have also developed a measure of work attitudes, contrast-
ing risk orientation and hygiene or mainteﬁance orientations
(similar to "bureaucratic" orientations) as a test for use

in establishing "an individual‘s'management potential." How-
ever, all of these scales were designed for use with middle
class workers whe have no difficulty responding to rather
complex and abstract language. In contrast, the attempt here
was to construct an instrument for use with a wide range of
workers and potential workers, including those with very
limited formal education.’

In addition, the conceptual base of the personality
dimension presented here has a somewhat different focus from
those of other researchers. It has already been suggested at
length that most work organizations are characterized by a
considerable need to regulate and structure their members'

! chavior so that organizational goals are atcained. Hence,
on fhe most general level, the basic demand of such organiza-
tions is that their members discipline their expression of
personal and immediate needs, and respond to the more distant
and externally imposed demands of the organization. Although
in modern society this particular demand is made more fre-
quently than in other historical settings, Parsons suggests
that it reflects one choice in a universal dilemma. When
human action is considered on the most abstract level, all

actors are seen as faced with the necessity to define the
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meaning of all situations in terms of five different dilemmas
(Parsons' "pattern variables"). One of these is the necessity
for the actor to determine whether he will respond to the
situation in an "affective" or "affectively neutral" manner,
that is, whether he will use the activities and relationships
with which he is confronted for immediate psychological
gratification or to further a more distant goal. Since social
situations (such as work role) provide the actor with norma-
tive prescriptions which define how he is expected to resolve
this dilemma, the individual is faced with deciding whether
to conform. Assuming that, as a personality system, an individ-
ual cannot or will not easily adj'ist to fulfill any and all
action requirements, individuals are seen as faced with psycho-
logical limitations to their desire and capacity to conform.
Given the behavioral reguirements imposed by the struc-
ture of bureaucratic organizations,* "neutrality" may be
characterized as the normatively expected response. Concep-
tually, therefore, we may tie this abstract notion to that of
a bureaucratic personality dimension or the tolerance for |
bureaucratic situations. As the normative prescription for
behavior in bureaucracies, "neutrality" refers to the require-
ment that individuals evaluate their behavior in terms of the
specific consequences of the situation for the organization

rather than act in whatever way brings them the most immediate

*We shall discuss these requirements at length in the
next section.
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gratification without regard for evaluation. It is a ques-

tion of whose interests are to be given most consideration.

On the psychological level, it is the distinction between per-

missiVeness and discipline, with the former referring to
immediate gratification in the psychological sense (Parsons,
1951b, pp. 80-84).

It is this ability to accept discipline, to choose to
evaluate one's actions in terms of distant goals which are
relevant mainly to the organization, that is being measured
in workers' orientations toward their wor.. roles. If one
turns once again to organizational theories of bureaucracy.,
particularly the Weberian tradition, it is necessary to con-
sider an individual's orientation (neutral or affective) toward
three aspects of the bureaucratic setting: the rules and
regulations inherent in bureaucratic structure, hierarchical
or authority relationships, and task activities. It is likely
that individuals who exhibit the willingness to exercise self-
restraint in these three specific areas of work behavior are
those who can most easily tolerate the demands of a structured

or bureaucratic work situation.

C. Structure as an Analytic Dimension of Work Roles

In the introduction we have discussed the notion that
jobs require individuals to limit their personal behavior in

accordance with prescribed forms of activity. Such limitations

) . . ) ]
“Ri(?and prescriptions are constraints or controls--demands for

Aruitoxt provided by Eic:
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"heutrality"--from the role occupant. This is the dimension
of jobs we have called "structure." 1In this section we sug-
gest that several sources of such constraint or "structure"”
can be distinguished; that previous theoretical and empirical
research on jobs and work behavior have touched on, but not
specifically identified, this analytic dimension of worx
roles; tha:t the degree of structure varies from job to job
even within relatively low-skilled, blue collar jobs; that
this aspect of work is salient to workers themselves; and that
it can be measured.

Since we are concerned with the extent to which the
requirements of a particular job demand discipline and limit
individual choice behavior on the job, our discussion will
focus on the work role, not on the type of organization in
which that role is located, the behavior of specific occupants
of that role, or its formal description. The notion of struc-
ture as an analytic dimension of jobs cross-cuts all of these
aspects insofar as they contribute to restricting the worker
and structuring his behavior. This is a single slice of the
entire work role.

The body of this section is concerned with identifying
the various sources of strunture in work roles. We draw on
the theoretical and empirical work that has been done in
related areas for insight into jobs, organizations, and work
behavior. For those who are not interested in such a detailed

discussion, the next few pages will briefly summarize its
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conclusions, namely that there are two major sources of struc-
ture (two sub~-dimensions of the concept) and that there are
three analytic components of work rcles through which we can
understand the ways in which these demands impinge upon the

activities of the worker.

1. The Two_?ub—Dimens;ons of Work Role Structure

We have already noted in the opening discussion that
organizational theory implies that struéture or constraint is
imposed on the roles that comprise large, complex organiza-
tions. That is necessary in order to assure their goal attain-
ment. This suggests that one source of structure is the
organization itself. Through their administrative control and
the technical programming of tasks, large scale organizations
have considerable control over the design of work roles and,
hence, make continual demands on the behavicr cf workers.
There has been considerable discussion and research on the
technical aspect of jobs--from scientific management.
("Taylorism" and its modern work design approach including
the notion of job enlargement) to research on the impact of
various technologies on worker attitudes and performance.
(Among others, Turner and Lawrence, 1965; Blauner, 1964 ; Udy,
1959.,) The administrative aspect of jobs has an equally long
history of consideration, the classical analysis being Weber's
discussion of the administrative structure of legal-rational

Q  or bureaucratic organizations. Whereas the technical source

ERIC
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of structure tends to be horizontal (the flow of work and
intra-task organization), the administrative source of
"structure" tends to have a vertical emphasis (the hierarchy
of supervision and the flow of communication).

Together we label these organizational sources of struc-

ture the bureaucratic sub-dimension. The extent to which
organizations actually impose structure on specific roles is
an empirical question, but organizational theory suggests a
number of specific ways which we shall enumerate below.
Although we use the term bureaucratic, we remind the reader
that the level of analysis with which we are dealing is the
role. The term bureaucratic more conventionally refers to
the organizational level. We use the concept because the type
of structure we shall identify has as its source the organiza-
tional setting.

The second source of structure is made evident by an
entirely different tradition of concern with jobs. There is
a substantial literature on various styles of supervision,
interaction patterns between people on different levels of the
hierarchy, and a few (but far between) diécussions of organiza-
tional rules and their enforcements. Although immediate
supervision is the most frequently discussed aspect of monitor-
ing role behavior, there are also ways to do so from higher up
in the organization (time clocks, for example, are not admi-
nistered by the supervisor). There is a range of methods
available to the organization and to the supervisor through

which each governs, regulates and structures role behavior.



The exercise of this type of power to demand discipline

from role occupants may have an arbitrary quality that is

$onre 10 antithetical to the concept of burecaucratic administra-
v o, Troswed, there is no reason to assume covariance between
+,.4. .o sources of structure (the extent to which a role is
merconcratically structured and the extent to which it is

e

tighvly rather than loosely managed). For example, the role
may be directly supervised in a monistic system of super-
vi¢ion {a classic bureaucratic Charactegistic) but checking
upon the worker is infrequent and sanctions for error are
minimal (a general or loose r.:her than a tight monitoring of
role performance).

Therefore, we shall call the type of structure resulting
from role management the tightness sub-dimension of the role.
As a source of demands for discipline it differs considerably
from the bureaucratic sub-dimension. It can be highly
arbitrary, although it need not be. It tends also'to be a
less formalized source of "structure" than do the bureaucratic
sources since it involves interaction between the role occu-
pant and superiors rather than administrative and technological
designs.

‘Gouldner (1954), for example, describzs the enforcement
of rules (tightness) as something which comes and goes depend-
ing upon management's perception of the workers' commitment

to their work. In contrast, the bureaucratic sub-dimension

of structure tends to be more static~~built into the formal

design of the work distribution, administrative hierarchy,
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etc., and not as subject to short range change. The per-
jorative use of the term bureaucracy suggests just this static

quality of organization. However, since many of those

" bureaucratic characteristics which create structure are sub-~

ject to activation or non-activation by superiors, the tight-
ness with which roles are managed varies. For example, there
may be many rules and regulations governing what the worker
may or may not do while on the job (bvreaucratic rules); if
these rules are sternly enforced, the role is not only
bureaucratically structured, but it i3 also tightly managed
and thus structured. However, the same bureaucratically
structured role located in another department of the same
organization may be loosely structured.

Therefore, we have identified two analytic sub-dimensions
of work roles that are suggested by ﬁwo very diffe?ent
traditions in the empirical and theoretical Study of work and
organizations. Both of these sub-~dimensions contribute to the
amount of structure in the work roles by making demands for
discipline on the worker. There is the administrative and
technicel design of the work role--structure having its origins
in the organizational or bureaucratic setting in which the
job is located. This is the BUREAUCRATIC sub-dimension.

There is also the way in which the role is managed or monitored,
given its position in the organizétion and the tasks assigned
it. This source of structure relates to the enforcement of

rules and the closeness with which the worker's activities
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are observed and sanctioned. We call this sub-dimension of
structure TIGHTNESS.

In order to describe more specifically how work roles
are structured, we suggest three components of work roles
where the demand for discipline can be introduced in either
of the above ways.

Much of the writing on organizations suggests three
components of all work roles in which tho iyl ... 15 likely
to have demands made directly upon him: his task related
activities, his general conduct on the job, and his super-
visory relations. For example, in the Weberian model of
bureaucratic organization, we find emphasis on the distribu-
tion of tasks into.specific "quties," the proliferation or
rules and regulations to ensure continuity and coordination,
and the hierarchical arrangement of relationships. The work
role, regardless of its location in the organization, will be
administratively defined and also managed through (1) the
design of its task area and procedures (to define expected
performance); (2) the organization of its supervisory rela-
tionships (to check on performance); and (3) the rules and
regqulations pertaining to conduct on the job (to insure
reliable performance).

Figure I-A presents the conceptual scheme for defining
the structure dimensions of work roles. The two sub-dimen-
sions of the concept are related to the two sources of demand

for discipline and the three components of the role where
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these demands are felt.

FIGURE 1-~A

The Structure Dimension of wnv Roles

Components of Work Roles

SOURCES OF
DEMAND FOR Task Specific Supervisory General
DISCIPLINE Activities Relations Conduct

o 1 | 2 3
Organizational
and Technical
Design of the BUREAUCRATIC SUB-DIMENSION
Role

4 5 6

Management or
Monitoring of TIGHTNESS SUB-DIMENSION
the Role

Let us now turn to the detailed explication of these
sub-dimensicns. In discussing the various sources of structure,
we shall examine how this dimension of work roles cross-cuts
other work that has been done on describing jobs and organiza-
tional behavior. In doing so, we shall'fill the six cells of
Figure I~A with more concrete characteristics of structured
jobs. This will be preparatory to operationalizing the concept
of structure.

2. The Bureaucratic Sub-Dimension of Structurc:  Organiza-
tional and Technical Design of the Role

Structure is derived from the bureaucratic organization
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of the work setting. Large scale organizations are ration-
alized, bureaucratic, and require substantial discipline
from individuals. ™Tne content and exvont of the demands for
‘discipline will varv Japending upon where the role is located
in the organization and how the role is defined in terms of
task performance and conduct requirements. Highly structured
roles will have these elements clearly and guite preciscly
defined. They will not vary much, if at all, when the occu-
pant of the role changes. - Less structured roles will have the
scope of their activities and authority a more open issue.
The worker will have greater freedom to manipulate the role
definition and to control the activities by which he carries
out his taskg.

The discussion of whether all rational organizations
are ..so bureaucratic organizations in the Weberian sense is
based upon the fact that not all large scale organizations
are empirically alike (Stinchcombe, 1959; Udy, 1959; Litwak,
1961). The methods of administering large organizations dif-
fer and not all methods which do not conform to the bureau-
cratic model can be excluded from the rational category. We
are concerned with identifying sources of structure regardless
of the organization's specific form of administration. It
will exist to some extent in all work roles regardless of how
they are organized; however, in some organizations, notably
those characterized by the bureaucratic form of administration

described by Weber, the degree of role structure will be
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greater. (Craft administration and the professional administra-
tion are models likely to contain less structured roles.) It
is for this reason we call the organizational level sources

of structure the bureaucratic sub-dimension.

a. Eureaucracy as a Continuous Variable

One might conclude from the Weberian tradition in which
bureaucracy is treated as a dichotomous variable, that organiza-
tional structure alone can be used as an indicator of the char-
acter istics of work roles within them. This is clearly not
the case. It is not only extremely difficult to create mean-
ingful measures distinguishing types of organizations,* but
ev -n when one does, there is no reason to assume that all
roles within even a single organization will be the same.

Hall (1962) has attempted to demonstrate that the classi-
fication of organizations as "pureaucracies" must be based on
an empirical measurement because bureaucracy is a continuous

variable, composed of several dimensions which are continual

*Tausky (1970, pp- 12~21) summarizes the various typo-
logies or classifications of organizations that have been
developed. He suggests that many are not informative "because
there is not an adequate relationship between the basis for
the classification and the types ©of structure." Hall, Haas,
and Johnson (1970; Tausky, 1970, p. 17) show that it is ex-
tremely difficult to differentiate between organizational
structures using several of the classification schemes. Their
conclusion is that classifications should be more empirically
based.
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and may vary independently. This indicates, as we suggested
above, that bureaucratic organizations vary considerably even
when they are of the same size and type. Rccording to Hall
organizations may institutionalize the six Weberian characteris-
tics of bureaucracy to differing degrees. Even within the
same organization, different departments or sub~divisions may
differ considerably. Therefore, it is clear that roles within
organizations are likely to differ. Hall's own method cof
establishing the extent of bureaucratization on the organiza-
tional level was to ask a samnple of workers from each part of
the organization about their own jobs. The organizational
measurement was an aggregate of their replies.

Since we cannot classify roles according to some indepen-
dept measure of their organizational setting (bureaucratic or
not, or the degree cf bureaucratization), we must go to the
role level and look for evidence that the organization
imposes constraints on the worker and how it does so. Both
the concept of bureaucracy and the concept of structure are

continuous variables involving measurement. at the role level

b. Amount of Variability in Roles

Since less bureaucratically structured roles are, by
definition, those where the task specification, control of
activities, and extent of direct supervisory influcnce are
less than for other roles, it is logical that there will be

some relationship between the level of structure and the
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location of the position in the organizational hierarchy: the
higher the position, the lower the structure (Tautsky, 1970;
Hall, 1962). However, this does not mean that there is no
variability among jobs located at the same level in the organi-
zation. We are interested in the number of constraints which
are pre-set for the role occupant: the higher the number,

the higher the level of structure, and the less control in

the individual role occupant has over his activities because
the organization is impinging upon his freedom of behavior.

If we look at available empirical materials on work
roles, we see that jobs do, indeed, vary in their characteris-
tics even when located at exactly the same level of the
organization. These characteris;ics often include some that
relate to the concept of structﬁfe. We also see in these
empirical materials that administrative and technological
(bureaucratic) factors produce much of this variation.

Walker and Guest (1952) investigated the Jjobs of auto
assembly workers. Although one might expect to find con-
siderable similarity in ‘the jobs, the author shows descriptively
that these jobs (and the reactions of the workers to them) are
not all uniform. They are all semi-skilled and require very
similar skills but, for example, they may be located on or off
the line. This affects the pacing of the work and whether the
worker can leave without permission, among other hings.
Although the degree of structure in these jobs is obviously
on the whole greatér than that of an engineer in fhe planning

Q@  department of the same automotive manufacturing concern, there
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is still variability.
Blauner also qualitatively enumerates the considerable

differences in job content anc. work process created by dif-

cerent technologies (the assembly line as contrasted with con-

tinuous flow process). All the manual jobs he examines are
locatéd in similar low-level positions and also require very
similar technical capabilities on the part of the workers.
Turner and Lawrence (1965) quantitatively measure these same
phenoranéa. |

c. Technological and Administrative Sources of
Structure: A Review of the IL,iterature

As part of an organizational setting, Jjobs ére highly
influenced by its administrative and technological charac-
teristics. These are transmitted to +he role through the way
its tasks are designed, how it ig built into the organiza-
tional hierarchy, and its relationship to technological pro-
cesses. Marx made onetof the earliest analyses on the general
impact of technology on the worker by examining the worker's
relationship to the means of production. Weber virtually
began the traditign of analyzing the impact of administrative
rationality on the growing ranks of nonmanual workers through
their relationship to formal organizations, a line of inves-—
tigation now extended to the study of manual workers in
wipndustrial bureaucracies" (Gouldner, 1954) . Both were
concéfned with the exercise of power and authority. Marx,

writing when the factory system of production was rapidly 4
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expanding, saw people's reclationship to the machine and its
ownership as the critical determinant of power relation-
ships. Weber, writing at a later point as large scale
Edministrative structures were expanding in the industrial
sphere, saw the organization as a key factor in the distribu-
tion of authority.

A major focus of Marx's concern with modern industrial
man was his relationship with technology--the means of produé-
tion. With large scale facttory production, the technology
concentrated production tools in a central location. The
means of production required large numbers of workers coming
together who worked on tools owned by others rather than own-
ing their own. This brought the worker into a hierarchical
relationship with owners of the means of production. The
modern concern with relationships within the production unit
and the impact of téchnology is the Marxian tradition. The
concern with administrative structures and problems is directly
in the Weberian tradition.

These two threads~-the relationship of man to technology
and to the organization--are found throughout modern thought
and research on the nature of work and jobs. Most of the
twentieth century concern with people and their jobs has been
confined to the fields of industrial sociology, management
science, and organizational sociology (the latter cross-
cutting the two other areas to some extent). Those who have

done work in these fields, however, have been trained in many
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disciplines including economics, political science, and
engineering. Their approaches to these problems generally
fall into two categories: attempts to describe particular
jobs, and attempts to research work behavior in organizations.
Both of these approaches have a considerable amount to con-
tribute to our understénding of, and our attempts to measure,
structure in.jobs. In addition, it is well to tie our work
into the other contributions made in the area of pedple and
their work. )

It should first be pointed out that there is relatively

little empirical research on work roles at the non-professional

level, and much of what there is is not systematic. Although
there are important exceptions, most of the work that has been
done either lacks an emphasis on the behavioral aspect of
jobs or has focused on work behavior but not the behavioral
requirements of specific work roles (e.g., organizational
theory and research). Second, low-level jobs, both blue and
white collar, need considerably more systematic, theoretically—
based research espécially relating work behavior to the other
life-experiences of the worker. We canrot consider "aliena-
tion," "apathy," etc. without relating them specifically to
the daily, routine experiences of pecple on the job. This may
be particuiarly true in the case of understanding the “dis-
advantaged" and their high rates of job turnover.

Tiiere have been relatively few attempts to sexiously

describe specific non-professional jobs. Mest of the focus
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on specific low-level work roles has rot been in the social
sciences but in the field of business management. The need
to describe a particular job along one cr more dimensions

is re;evant to determining wages, organizing the work flow,
or identifying jobs under union contracts. Such descriptions
usually focus on one of four aspects of the job.

Specific jobs are described according to (1) the func-

tion they perform in the organization; such descriétions are

often brief job classifications particularly if the job is
iow-level. More detailed, is (2) the description of the

technical operations performed by the person on the job. These

job specifications are written up, often by engineers if the
job is manual, for the purpose of organizing the work flow soO
that each job is assigned a particular part of the work pro-
cess. They usually indicate what the contribution to produc-
tion, the out-put, of the job should be, but do not always
describe exactly what the worker does.

éometimes thesé technical specifications are quite
detailed. More often, however, they are not. It has been
noted that some companies do not like to keep detailed
descriptions of jobs because they become the property of the
union. The union can utilize such descriptions in bargaining.
This tends to hamper management when they try to reorgaiize
the work process Ox introduce new techniques. The impact of
this and other factors is that businesses generally have no

reason to describe in written detail what people actually do

on their job and sometimes even have incentives not to do so.
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0f course even detailed descriptions of the technical opera-
tions do not necessarily tell us what people actually do
while on the job (a lesson well learned from the Human Rela-
tions School).

Specific jobs have also been described according to tWo
other aspects of work roles: (3) their rank in the organiza-

tion, and (4) their position in a career ladder. Jobs are

described and classified formally according to the status of
the job both in the employing firm and in the world of work

at large-~what contribution it makes relative to other jobs.
Generally this is done in order to assign it a pay rank, "job
evaluation" in the terminology of management. (Among many
thers, Patton, Littlefield and Self, 1964; and Lanham, 1963.)
Jobs are also described according to the career opportunity
available to the worker, for example, whether it is an appren-
ticeship or entry position with the promotion ladder through
other jobs specified.

Although it may be meaningful for the business oxganiza-
tion, and to some extent for the worker, to have a job described
{n these four highly specific ways, it does not tell anyone,
including the worker, much about what the job will be like on
a day to day basis. For this reason, such descriptions are
of little help to us in understanding how jcbs are structured.
The major exception to this statement is the description of
technicél operétions. Knowing in detail the task activities

of the worker helps us begin to specify some of the ways tasks
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have built~in restrictions on behavior.

The major scale attempt to empirically describe speci-

~ fic jobs and classify them according to these descriptions is

the classification of jcbs in Volume II of the Dictionary of

Occupational Titles or "DOT" (U.S. Department of Labor, 1965).

The two volumes were developed by the U.S. Department of Labor.
Since this attempt to describe a vasf number of jobs was
designed in part to be an applied tool (particularly the
classification schema in Volume II), it could not rely only

on formal descriptions and be as narrow in scope as the common
types of descriptions just presented. It could also not be as
diffuse and detailed as most of the social science attempts

to describe work behavior which we shali discuss below.

The focus of the "occupational classification" of the
DOT is on rating specific jobs along several aspects of their
task activities and then classifying them. The ratings are
based on actual observation of a sample of the jobs in each
category. The unique aspect of the DOT classification and
related job ratings is that it combines a focus on specific
jobs, covers a large number of jobs, and compares them through
rating on a large number of dimensions.

The characteristics of jobs that are central to the
classification schema are those related to its task activities.
The development of the "Theory of Work Performed" used as the
basis of this measurement has been discussed in some detail
elsewhere (Fine and Heinz, 1958). Work is measured according

~to what the worker actually does~-whether he works with THINGS,
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DATA, or PEOPLE--and rated on a scale according to the degreec
of complexity of the actual function carried out. Based on
this task dimension, jobs are given a three digit score then
‘qrouéed accordingly under the appropéiate substantive area of
work such as ART or CLERICAL WORK.

If we look closely at the classification of jobs by
Things, Data, and People, we find that it is really too broad
for the purposes of identifying sources of "structure."
although the classification procedure began with the specific
activities of the worker on that job, by the time they were
rated and classified, the classification had become too
generalized for our purposes. In order to use these c¢lassifica-
tions, one wbuld have to make the assumption that the less
complex the activities, the more the structure, and then rank
specific jobs accordingly. That assumétion may be proven
empirically accurate, but it cannot be an assumption for our
use. The ratings do not permit us, for example, to distinguish
jobs that rank quite similarly on Things, Data, People, but
are quite different in the routine activities engagéd in on a
day to day basis.

Somewhat closer to our no! i1 of structure is the DOT
description of jobs according to "worker traits."* In these
ratings are several éharacteristics of jobs that are related

to our nction of structure. Each DOT job title is rated

*We analyze some of our own data in relation to these
DOT worker traits in Section VII of this report.
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according to seven dimensions of jobs the are considered
important in job selection. Because these job ratings are
intended for use primarily in job counseling and placement,
the ratings are presented as individual scores on personnel
tests, for example, the GED, appropriate for performance on
this job.

Although they are labelled as "worker traits" and given
names such as: "Interests," "Temperaments," etc., they are
based on evaluations of job characteristics.

It is under “"Interests" and "Temperaments" that the
closest approximation of our "structure" dimension appears.
"Interest" really refers to the general type of activity
engadged in on'the job'and "temperament," to the type of job
situations "to which workers must adjust." For the most part,
it is structure in the task area which ié touched on by these
ratings. For example, the job is rated according to whetner
it requires positive responses by worxers to "situations in-
volving a preference for activities of a routine, concrete,
organized nature." Presumably any job with this rating (#3
on Interests) would be found more structured by an independent
measure of structure than would a job rated "situations in-
volving a preference for activities concerning people and com-
munication of ideas." (#6 Interests). Under the "Tempera-
ments" rating, we find tasks "to which individuals must adjust"”
identified, for example, as "situations involving repetitive

or short cycle operations carried out according to set procedures
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or sequences."

Although it is primarily structure in task activities
that is most clearly identified, there is one rating of
structure in the area of supervisory relations. Temperaments
should be matched, it is suggested, with "situations involving
doing things only under specific instructions, allowing little
or no room for independent aétion or judgment in working out
job problems.” With this exception, the DOT descriptions
ignore worker trait reguirements related to the hierarchical
aspect of jobs. They also ignore reguirements related to the
extent of conduct regulation demanded by the job. Perhaps

acceptance of these forms of discipline is just assumed to be

~a given in our highly bureaucratized society.

Although the DOT descriptions of jobs is heavily oriented
toward their task components, it recognizes that other aspects
of the job are also important. FOr example, it includes work-
ing conditions; physical demands, and somewhat broader descrip-
tions of the task situation than is generally found in the
more typical descriptions of specific jobs in terms of their
technical operations, rank, £itle, etc. The dimensions used
to describe jobs in.the DOT clearly recognize, though inade-
gquately cover, the bureaucratic--both technical and administra-
tive--aspects of job design.

The second contrasting tradition in the analysis of
bureaucratic aspects of work roles represents a clearly beha-
vioral approach. Since our attempt to identify and eventually

measure the ways, jobs are structured has a behavioral focus,
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much of the following research is of considerable importance.
Although each of these studies of work and work behavior pro-
vides many clues to sources of structure, none has considered
work roles specifically along this analytic dimension.

The so-called "classical" approaches to work behavior
are two. They reflect the two themes noted above--concern
with the efféct of technology on work behavior and with the
effect of organizational or administrative structure. These
approaches are, to some extent, primarily theories“of organiza-
tion. Rather than approaches to job description, they are
approaches to how work should be organized so that the goals
of the organization are best fulfilled. Since they are pro-
posals that héve been extensively implemented, they provide
useful clues to the actual design of jobs and work behavior.

"Scientific management" had its birth with Taylor (1947),
Gilbreth (1914), and Gantt (1919). The focus was to organize
the work so that it was broken down into simple units and the
specific activities of each unit precisely defined. According
to Thompsoﬁ (1961) this trend to the microdivisioﬁ'of work was
tied to modern industrial needs: the economic need to keep
expensive machines operating full time; and the need to re-
duce the organizatioﬁ's dependence upon skilled labor. "The
individual division of labor was not the outgrowth of a social
process. It was and 1is a planned condition imposed upon the
organization by ,those in authority" (1961, pp. 56-7).

The primary impact of this orientation to work behavior

on the design of jobs was (and is) to increase job structure.
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I'. encourages detailed specification of what work is to be
done by each work role. It advises narrowing the definition
of each task by extensive subdivision of the work unit and
also the detailed specification of precisely how each task is
to be done. The contemporary literature on "work design" (for
example: Nadler, 1963; Davis and Canter, 1955; Davis and
Weling, 1960; bavis, 1962) indicates the extent to which the
basic principles of Taylorism still represent an important
influence on the desigr of tasks. The task Organization of

a job is an important aspect of work roles to be investigated
for the extent to which it structures the job.

Decisions on how tasks will beiorganized, including
their relationship to technology, are generally made at high
levels of management and are organiration-wide in their impact.
March and Simon (1958) refer to "performance programs" by
which they mean the complex and organized set of responses Or
activitiés that are prescribed by the organization for any
work role in that organization. These performance programs
differ, accordiny to March and Simon, in the degree to which
the activities called into play require search, problem-solving,
or choice behavior by workers. They note that many performance
programs in organizations call for little, if any, of this
discretionary activity at all " . .account for a very large
part of the behavior of all persons, and for almost all of
the behavior of persons in relatively routine positions. Most

behavior, and particularly most behavior in organizations, is
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governed by performance programs" (1958, pp. 141-2).

Likert describes this highly structured design of jobs
as the result of a particular, very prevalent style of manage-
ment-~the "job organization" approach under which,

Jobs arce well organized, waste motion and
inefficient activities are at a minimum,
standards have been sct on a maximum of dif-
ferent jobs, tight budgets and controls are
the existing pattern. This system of manage-
ment relies primarily on the economic motives
of buying a man's time and the telling him
precisely what to do, how to do it, and at
what level to produce. We shall call this
the "job-organization" system. (1961, p. 82)

Thus, the classical scientific management approach to
work behavior in organizations is not simply a theory of
organizations, but a very important influence on how jobs are
actually designed. The Taylor tradition of methods to maximize
production efficiency has created considerable structure in
a large number of manual (and increasingly non-manual) jobs.,
It is a theory fully put into action. Interestingly there are
considerable furor over the introduction of such task design
in the early part of this century. It was attacked by trade-
unions and ever resulted in a set of Congressional hearings
(Gros, 1964, p. 149).

The second of the so-called "“classical"™ approaches to
work behavior considers the administrative design of jobs.
Administrative science really began with Weber's description

of bureaucratic administration. Weber's model of organizing

work, as Taylor's, is mechanistic. This highly rationalistic
' Y . C
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approach to work administration has a strong, almost singular,
emphasis on the formal allocation of duties to hierarchically
arranged positions and on the formal set of regulations govern-
ing these positions. Once again, the theoretical principles

of organization set out by Weber and others have had a strong
influence on the actual design of work roles. Probably the
clearest example of this is the monistic ideal of control
whereby roles are organized hierarchically, with ;aéh sub-
ofdinate position being influenced by one and only one legi-
timate superior position.

Several writers, including William F. Whyte (1961),
suggest that there has not been sufficient research on the
impact of varinus formal administrative structures on the
attitudes and behavior of workers. . Certainly one aspect of
the design of jobs which is a direct result of the bureaucra-
tic model - the imposition of many rules and regulations -
has received little attention. Although in almost all broad
descriptions of work situations (Walker and Guest, 1952;
Rice, 1958; Walker, 1950; Pufcell, 1960; etc.) rules are
mentioned and occasionally related to workers' reactions to
their jobs, there has been nothing in the way of systematic
investigation of workers' reactions to the rules and regula-
tions that govern their activities on the job. The one par-

tial exception is Gouldner's Industrial Bureaucracy (1954);

but the emphasis in his investigation is somewhat different.

He focuses on the issue of legitimacy, that is, the effect




on role performance of enforcing rules when workers see such
acts as an illegitimate exXercise of power. A number of other
writers, particularly Thompson (1961), have focused some
theoretical attention on the function of rules in organizations
(e.g., as a method of controlling behavior when there is a con-
flict of interests between groups within the orgaaization), but
iittle empirical research has been undertaken. Nevertheless,
it hardly can be ignored in any.attempt to locate specific
sources of structure in particular work roles since this aspect
of administrative organization has been a crucial theoretical
and applied concern in the actual design of work roles.

However much both of these classical approaches to the-~""

e

theory {(and actual design) of work behavior in orgaﬂ:z”ilons
have contributed to our searsh for sources afigtructure in
work roles, they tend to ignore less ’ormal aspects of work
behavior. Since the late 1920's the human relations tradi-
tion of research on work beliavior has been investigating in-
formal behavior in organizations. This shift to a heavy
wnterest with inte¢~personal interaction grew out of two
experiences witﬁ research on formal organizations: first,
the realizaéion that Taylor's approach was limited in its
actual contribution to creating efficient and productive work
designs; and second, actual field observation carried out in
organizations f‘e.g., the famous Hawthorne researcher: indi-

cated considerable variation in work behavior among jobs with

the same formal design. Much of the human relations approacin
g
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to work behavior has been oriented toward understanding how
informal interaction among workers (and to some extent between
workers and supervisors) affects the behavior oi workers,
especially their level of productivity.

The contribution of this research for our purposes is
limited because much of it relates to non-vork behavior (peer
.elations). Except in one respect.(its consic 2le contribu-
tion to an understandiug of supervisor-subordinate-felation-
ships which we shall discuss below), this research does not
identify any additional sources of structure. It does, however,
make one key contribution to our investigation by emphasizing
the considerable éxtent to which the formal and the actual
aspects of the work role may vary. If formal "performance
programs," task allocatio:'s and procedural specifications,
are not actually followed by the worker, then his area of dis-
cretion has been increased, control from above decreased, and
the structure of his jcb reduced.

While the human relations school has emphasized informal
interaction on the job, another group of researchers has investi-
gated "non-formal" activities, i.e., work-related behaviors
that are net prescribed in the formal organizational blue-
prints. This group represents a polyglof of empirical and
theoretical concerns. They have been unernthusiastically
labelled "structuralists" by at least one observer (Tausky,
197C, Ch. 1).

Tha empirical studies of work that may be generally

classifi>d in this croup are heavily descriptive, influenced
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considerably by the action-research projects of the Tavistock
Institute of London* and the Technology Project of the Insti-
tute of Human Relations at Yale.**

Both these traditions have focused on the "whole task,”
the "immediate job," or the ccmplete "socio-technical system"
in which the work role is located (Turner and Lawrence, 1965).
Not ogly does this type of research contribute to:our know-
ledge of thé interrelated effects of technological, administra-
tive, and interactional aspects of work roles, but it also
emphasizes investigating what actually is done on the job (non-
formal behavior) rather than considering only formal or infor-
mal aséects of behavior.. |

d. Bureaucratic Characteristics of "Struc-
tured"” Work Roles:

“ow that we have reviewed some of fhe theoretical and
empirical materials on the impact of the organizational setting
on the design of work roles, we shall use these materials as
the basis of defining those specific ch@racteristics of a job
which identify it as highly structured. Since these charac-

teristics relate to structure imposed on the work role by its

*Trist and Bamforth, 1951; Trist and othersy 1963;
Hill and Trist, 1962; Rice, 1958; Rice, 1963. .

**Guest, 1955a, 1955b; Jasinski, 1956; Turner, 1955,
1957; Walker and Guest, 1952; Walker, Guest, Turner, 1956;
Whyte, 1948; Walker, 1950; fTurner and Miclette, 1962.



62

bureaucratic setting, the source of structure is primarily, as
we have just discussed, the technological and administrative
design of the job.

Referring back to Figure I-A, the three boxes across the
top half of the chart may be filled in by identifying the ways
in which the organizational setting structures the worker's
specific activities, supervisory relations, and his general
conduct. Each of the cells will be filled with one or more
characteristics of work roles (for example, Task Fragmentation)
representing the highly structured end of a continuum. Recall
that the concept of structure as an analytic dimension of roles
are one end of a continuum ranging from highly "structuvred"
to "unstructured." On the basis of the characteristics we
shall enum ecate, we shall later operationalize the concept
structure by generating indicators of each role attribute.

From the above literature and research we have identified
six analytic characteristics of Work roles that identify bureau-
cratically structured jobs. Such roles are characterized in
the task area by (1) inelastic task boundaries; (2) fragumented
task activities; (3) many rules of task performance; and
(4) a promotional ladder. These are characteristics located
in Cell #1 of Figure I-A. In the area of Supervisory relations
(Cell #2), highly structured roles are characterized by (5)
direct supervision. Finally, the general conduct component of
such roles 1is charactefized by (6) many rules governing general

Q
£]{Uzconduct on the jobs {(Cell $3).

Full Tt Provided by ERIC.



63

(1) Inelastic Task Boundaries

A work role is bureaucratically structured if the duties
assigned that role are strictly defined and not at the dis-
cretion of the role occupant. Thus, the worker cannot negotiate,
determine, or manipulate the duties for which he is responsible.
In his description of bureaucratic organizaticn, Weber refers
to duties as allocated to "offices," which are "clearly defined
spheres of competence in the legal sensc" (Weber, 1958). Work
roles, therefore, have boundaries which are som times quite
inelastic. In the area of organizing the flow of work, either
manual or non-manual, the "Taylorist" perspective stresses sub-
dividing the work and having strict rules concerning the task
‘responsibility of each worker. Often these formal definitions
of the task boundaries will be found in writing, either stating
the function of the particular job {(which is relevant to admini-
stration), or stating the technical operation to be performed
(relevant to the engineers). However, we are not only concerned
with the formal definition of the task boundaries, bﬁt alsc
with the actual tasks performed. Hence we must consider whether
or not the role occupant has greater fiexibility in determining
his work sphere than is evident on the organizational chart.

The so-called "structuralist" researchers whc actuall observe
jobs have reminded us to include this non-formal aspect of task

organization.
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(2) Fragmented Task Activities

If the work role involves tasks which are narrowly
defined or fragmented, rather than encompassins @' or all
aspects of a complete work unit, the role is bur ..cratically
structured. Both Weberian and the Taylorist perspectives lead
to this mechanistic work design. Weber described bureaucratic
organization as based on advanced division of labor, specializa-
tion, and expertise in the area of task. When such principles
of administration are extended, as i Likert's “job-organiza-
tion" system, a given unit of work will be Substantially'broken
down into many narrow sub-divisions. Under this system, each
worker engages. in only a small segment of the total unit of
work. The assumption that work would be so divided was basic
to Taylor's approach to designing each worker's operations.

This aspect of industrial jobs was of primary concern to
Marx in his writing about the alienation of modern man. Frag-
mented jobs require individuals to delay or postpone personal
satisfaction since the work itself has littlws ox no meaning or
purpose for the worker himsclf. He then becomes alienated
from the work and from himself as well. Work can become only
an intermediary goal--an instrument for obtaining the means to

achieve other goals--rather than an end in itself.

(3) Rules of Taskwgerformance

The work role is highly structured if the [ .« activities

of the worker are highly restricted by rules. Thase rules are

\.
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related to the way the work has been "programmed" (March and
Simon, 1958). Tasks are structured if the techniques the
worker is supposed to use, the materials, and the work opera-
t;ons are determined for him. The extent to which his pace

and movements, as well as the quality and quantity of his

work are also formally determined for him. The extent to which
his pace and movements, as well as the quality and gquantity

of his work are also formally determined affects the degree of
structure in the task. The ."job enlargement" (or enrichment)
approach to altering work design indicates various ways 1in
which jobs can be made less structured in this way - often
without altering other characteristics of the job, such as the
supervisory hiérarchy or the task boundaries (Ford, 1969; Bibby,

1955; Elliott, 1953; Fogarty, 1956; Walker, 1950).

(4) Promotional Ladder

Weber refers to the career 2 mizct of bureaucracy. Roles
are built into career lines. The job is bureaucratically
structured to the extent that career or promotion is possible,
conforming in order to advance out of the job is a possible

alternative to leaving it altogether.*

(5) Direct Supervision

The work role is bureaucratically structure® if it is

*We discuss below the impact of work role design on
determining thc modes of non-adaptation available to the worker.
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subject to direct, personal supervision. According to Weber,
a hierarchy of supervision is a central component of bureau-
cratic adminisﬁration. Monistic, or direct supervisicn is a
kéy source of structure as we have suggested above. This

form of supervision is generally seen as the most efficient
method of coordinating and controlling the sub-divided tasks
from the top where orranizational controls are set. The lines
of communication and influence are clear, presumably to allow
for minimal confusion and maximum responsibility. These
hierarchical authority relationships may be contrasteu with
less centrali d systems (e.g., Stinchcombe, 1959, on "craft
administration"). More indirect formf of supervision are found
in work settings where individuals do not have a single, over-
all supervisor, but rather consult on different task-related
matters with different superiors--often staff personnel who
are experts in the area of concern (see Blauner, 1964, on oil
refinery workeré). The more indirect the supervision, the
larger the number of superiors with whom the worker is able

to consult and the greater his discretion as to when to call
for essistance and whom to call upon.

It is-quite probable that highly visible insigria of
rank within an organization are indicaturs of the extent of
structure in the supervisory relations. Formai, visible rank
distinctions are likely to indicate grcoater structure in roles
than do more informal or invisible distinctions in rank. For

exomple, the insignia and u ..ormg in the military indicate
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a far more formalized rank system then do informal indicators
such as a doctor's stethescope, or invisible indicators such
as professorial rank. Such factor- are probably more than
just indicators of the degree of foruxlity and rogidity in
hierarchical distinctions. They reinforce structure as well
by assuring that rank is always activitated in any interaction
(ncte the saluting behavior in the army, even of superior's
cars, as c.mpared with behavior on the campus).

As March and Simon have suggested (1558, Ch. 4), xn
joining an organization, the employee accepts an authority
relationship which is represented most immediately by the
supervisory network in which he is located (direct or indirect
in organization). The employee must then accept the Orders,'
the supervisory retwork is a basic means by which his behavior

is controc.led.

(6) Rules of General Conduct

The "legal framework" of the organization (Whyte, 1961,
Ch. 3) is one of the key regulatory aspects of the organiza-
tional setting in which the role is located. We have already
suggested that the rules and regulations whicin govern the
general behavior of the worker while "on the jeob" are aspects
of his job that have been little researchel. & role is bureau-
cratically structured it there afe numernus rules and regula-
tions governing those aspects of a worker's behavior on the
job which are unrelated to immediate task performance. In com-

plex organizations rules prescribe many areas of-a role
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occupant's conduct: when he must come to work and leave, his
dress, deportment, rest breaks, etc.

Weber's inclusion of this aspect of burecaucracies sug-
gests that complex organizations require meény aspzcts of bcha-
vior to be prescribed to assure coordinaticn of the whole
organization. It is this aspect of bureaucratic organizations
that novelists such as J. P. Marquand, other commentators on
the "organized" society and the “organization man" have cri-
ticized because it tends to spread bayond the work world and
into family and recreational life. Although this encroach-
ment would be an interesting (and perhaps for some jobs, cru-
cial) aspect of structure, it is difficult to measure. How-
ever, we can measure the extent to which there are formal
conauct rules and regulations that are universal, applied tc
any occupant of the role. Such formal regulations structure
and constrain the role behav.»r of the worker in manv areas.

To summarize, in this section, we haie looked at thc
various traditions of conceptualizing, describing, and research-
ing jobs and work behavior, and from these traditions drawn
suggestions as to Where work roles will be structured by the
organizational setting in which they are located. We have
called this bureaucratic s.ructure, after both the theoretical
and the perjorative concept of "bureaucracy' as a methrd of
administering large scale organizations. We have focused on
the role level, asking where such organizations, administra-

tively and technologically, make demands that require the role
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occupant to limit and discipline his kechavior in accordanae
with prescriptions established oy the organization.

Nom let us turn to the seccnd major source of si.-ucture
we have 1 ified: ROLE MANACSMENT. It is pazticularly in
the human relations tradition and in organizatiocnal theory that
we find this aspect of work roles raised as an impertan* con-
sideration in understanding workers' attitudinal and behavioral
responses to,tﬁeir jobs. Once again, however, little empiri-
cal research hes been undertaker on specific work roles.

3. The Tightness Sub-Dimension of Structure: Role
Management

If we look at workers actually on the job, we find that
even in some highly bureaucratic structured jobs, rules are
not always enforced, and supervisors permit ‘orkers to perform
at a marginal level. We also find jobs th.. 1ippear relatively
low in bureaucratic structure but where the supervisor insists
on enforcing all regulations and coq;inually checks on the
worker's performance. He may alsg/impose his own work tech-
niques or patterns on the worker, thus heavily "programmning"
that worker's activities far beyond the formal task definition
made by the organizatibn. It 1s also qui:e evident that two
different supervisors within the same organizational unit ray
influence the same job in quite different ways. In recognition
that this is an intrinsic phenomenon in all organizations, we
sugagest that the style of role management is a crucial factor

in the structure of work roles.



From the human relations tradition we find discussions

L4

of different stvles of role monitoring or managing--the close
versus the general style of supervision being the most preva-
lent distinction. In organizational theory we encounter
discussions of the variety of ways organizations influence
superviscry roles and the conditions under which organizations
chorea different styvles of influence. This concern advances
beyond the Weberian approach to complex organizations where
bureaucracy is see, . s formal, rational administration, anti-
thetical to autocratic or authoritarian behavior. Undexr the
older conception, rational rules for behavior w¢ ¢ presumed

to assure that rational, burezucratic behavior would result.
Prior to the advent of "scientific" administration, foremen
hzd held considerawvle, and often arbitrary, rower cver their
‘men. Scientific management was supposcd ‘educe authoritar-
ianism and spread rational kehavior to the floor of the shop.
It was often assumed Lo have accomplished this, until, how-~
ever, close observers and theorists of organization went into
the field and examine.. actual interaction and behavior. This
led to a considerably altered view of work organization. The
supervisor is still a crucial, often authoritarian factor.

For this reason, we have identified "Role Management" as the
second major dimension along which the amount of structure in
a work role may vary. It is a sub-dimension of structure that,
conceptually at least, may vary independertly of the BUREAUCRATIC

sub~dimension.
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The major contribut.on of modern organizational theories
(often post-"human relations" theories) is that the organiza-
tional structure of bureaucracy permits many diffcrent styles
of supc:vision, including authoritarian styles, and that some
bureaucratic crganizations actualily encourage this type of
supervisory behavior. Hence, authoritarian styles of inter-
action are not incompatible with bureaucratic organization.

Thompsen (1961) coins a term for this pattern: "bureau-
pathic behavior." Autocratic role management, Thompson sug-
gests, is personal and ideosyncratic, but also organizationally
induced; it is created by both personality differences among
individuals in supervisory positvions and by tensions generated
in the normal operations of burcaucratic organizations {(p. 23).
"Bureaupathic behavior" is not, +herefore, as the term might

suggest, abnormal unusual behavior in organizations. Bureau-
cratic organizations are hierarchical structures and their
superordinate roles, as culturally defined, are autocr Lic and
authoritarian, not democratic or egalitarian (pp. 64-3). The
supervisor's role is characterized by rights, including nearly
absolute veto power over subordinates, and the subcrdinate's
role is characterized by duty. The roles themselves, tnere-
fore, create considerable opportunity for constraint, restric-
tion, demand for discipline, and so forth on the part of any

supervisor (p. 70).



Thempson's analysis of the bullt-in potential Zor auntos

cratic or .uthoritarian behavior b supervisors and his reocogni-

D)

tion that thc actual bechavior ascociated with superorcinate
positions will L> modified by perscnality, 1; shared by most
modern theorists of organizationé. 211 have relied on the sub-
stantial accumulation of empirical, descriptive materials from
field work in organizations to develop more realistic theories
of how organizations actually work, and how observablc behavior
in organizations 1is producéd. As others also point out,
Thompson suggests there are two patterns of behavior in modern
organizations (pp- 82-3). The first and cldest pattern is
represented by relationships which are ill-defined, only
vaguely limited, diffuse and particularistic. The supervisor-
supervisee relationship contains much of this type of beho-
vior. The pattern is found in all work relationships where
power is uncgual and has characterized worker relationships
long before the growth of rational, bureaucratic ferms of admini-
strotion and scientific management. The second pattern is
reprasentaed by carefully defined and limited relationships
which, for the most part, are governed by the universalism of
technology and scientific administration. These patterns are
new, first identified bv Ueber and others, then reinforced by
scientific management. some extent interest in such behavior
Aeclipsed concern with the older forms of behavior, largely
because it was assumed that universalistic criteria would

@  actually replace the earlier forms of interaction. As suggested
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above, field research in modern oxganizations encouraged theo-
rists to recognize this is not the case.

March and Simon (1958, Ch. 3) refer to supervisory beha-
vior as cheracterized by various styles. These styles range
along two continua: (1) where the decision—makiné process is
characterized by free and equal discussion with subordinates
to an autocratic decision pattern by the supervisor; and
(2) where supervisory decisions make highly specific demands
of the subordinate ("close") to where they are more general
and less detailed (p. 55). According to March and Simon,
variations in supervisory practices are partly a conseguence
of the supervisor's degree of authoritarianism.

Gouldner's (1954) field work in a gypsum factory caused
him to challenge Weber's descriptions of bureaucracy on a num-
ber of dimensions, one of which was Weber's assumption that
bureaucratic rules and their enforcement were, by definition,
legitimate. The contribution Gouldner makes to our analysis
of sources of structures in work roles is his discussion of the
variability of rule enforcement in an organization.¥*

Gouldner shows empirically that rules and regulations may
be minimally enforced at one time and at another they are
maximally enforced. He shows that the degree of enforcement
has considerable effect on the behavior of workers in the organi-

zation. We suggest that the degree of structure in a role is

*Caplow (1964, p. 83) also points out that organizational
rules vary in terms of the probability of thelr enforcement from
i unenforceable to self-enforcing.
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related %. the degree of rule enforcement. This issue is
entirely independent of Gouldner's central issue of lzgitimacy.
Rules may be perceived as entirely legitimate by the worker,
but he may still have considerabl- difficulty regulating his
behavior in accordance with them:

Empirically, therefore, rule enforcement may be considered
a variable. According to Gouldner and others (e.g., Thompson,
1961; March and Simon, 1958), it is at least partially related
to decisions made at two different levels of orgaanization. March
and Simon suggest that Gouldner's study indicates that demands
for increased control over work behavior coming down from the
top of an organization can lead to increased rule enforcement
and closeness of superviéion by the first level supervisor.
However, they also suggest that this tight role management
does not need tc be the.response of the supervisor. Whether or
not authoritarian kehavior results is related to the personality
of the supervisor. Both personality and organizational variables
are important in determining the type of role management.
Thompson (1961, p. 93) suggests that authoritarianism ("bureau-
pathic" behavior) is inherent in supervisory hierarchies. Con-
siderable anxiety can be created in the supervisor when heavy‘
demands are made on him for changed behavior in his workers.
The rights built into his role make excessive formalism, over-
strict compliance with rules, and close supervision an extremely
available response to such pressure (Ch. 5). One might say

that an increase in the "tightness" with which the supervisor's
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own role as Someonc else's subordinate is managed encourages
an increase in the "tightness" with which he manages his
supbordinates.

Whyte (1961, p. 89) notes that personality is a key
factor in how the supervisor carries out his tasks. For
example, he reiates the story of a new supervisor who chooses
to search his men's lockers for stolen production items in an
attempt to "establish greater control." This action was
regarded as a violation by. the men and created considerakle
agitation (pp. 164-6). It also considerably increased the
pressure on workers to conform to the rules.

Whyte also points out (p. 168) that the physical orga-
nization of fhe work setting can make a difference in super-
visory patterns. Some physical settings can make it extremely
difficult for higher level management to control what goes on
on the floor of the shop or in other places where low-level
workers are located. The organization finds it difficult
to control either the workers or their supervisors from the
top. In such situations, management is likelyv té set
rigorous standards and create additional regulations for low-
level workers in an attéﬁbt to control their behavior from a
distance; this also increases the bureaucratic structure of
low-level jobs. In addition, however, distance from higher
management can also mean supervisors have considerabla leeway
in how tightly they manage these same workers. If tne produc-
tion results are acceptable to management, there is no economic

reason for them to intervene whatéver the supervisory style.
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According to Likert (1961, pp. 77-8), among workers in highly
repetitive jobs, there is little or no relationship between
their productivity and their attitudes toward many aspects of
their work, including supervision. Normally, therefore, there
would be no economic reason for management to interfere with
an authoritarian superior.* This is not necessarily the case
with more varied (and thus, less structured jobs) where pro-
ductivity is likely to be related to worker attitudes toward
supervision. Here tight role management by a supervisor might

be challenged by management if it interfered with productivity.

Rules and their Enforcement

Part of tight role management is the enforcement of
rules and regulations. In our consideration of the sources
of bureaucratic structure, we suggest that people’s behavior
is influenced by the sheer existence of rules and expectations,
whether or not they are enforced. As Caplow has noted, routine
"enforcement" consists of maintaining some level of partial
compliance (1964, p. 24), some of which is voluntary requiring
no external punishment or overt enforcement for it to be
maintained. This is possible because some rules are interna-

lized. Rules can also be;effective without owvert enforcement

*Influenced by the humarn relations school and by the
empirical results of field work in organizations, almost all
writers on organizations discuss the wide range of role manage-
ment styles among supervisors, particularly along the dimen-
sion of close or authoritarian versus general or loose super-~
vision. See, for example, Likert's "job-centered" versus

"employee-centered" supervision (1961, pp. 6ff); and Gross'
"authoritarians," "laissez-faires," and "democrats," (1964,
p. 401;.
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when people obey zrules because they may be activated. Simply
reminding people continually that rules and expecﬁations
exist can generate enough anxlety to insure compliance even
.when there is no overt enforcement. For example, in one social
work agency, & time clock for pfofessional workers was intro-
duced. Although it was known (and it was actually the case)
that the recordings were not used in evaluating workers (the
clocked hours were not even recorded in the wocrker's file),
the effects of punching in and out were still felt by the
staff. Staff began to check their own'comings and goings

and reported that they were far more conscious of the total
number of hours they put in each week, even though they

never saw the actual figures. Although the data from the
time clock never had tc be used to zvaluate or overtly regu-
late the employee behavior, it would be inaccurate to say
that there was no additional discipline, or greater demand
~upon them. This is counterfactual given the self~-reports of
employees on their reaction to the time clock. The effect,
however, would have been considerably greater, and the degree
of structure in their work roles increased, if it had been
used in role management by a superv;sor.

It is clear that the rules themselves (even when not
rigorously enforced) do affect the behavior of role oOccupants.
SO0 also does the level of overt enforcement of these rules.
Part of the structure characterizing a particular work role

is thus derived from the interaction between the formal level
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(the rules built-into the job) and the behavicoral level (what
is actually enforced). The most powerful degrce of structure
is generated when the formal and the behavior levels are high

as seen dramatically in Figure I-B.

FIGURE I-B

Structure from Rules and Regulations

Extent of Formal Rules (Bureaucratic)

Extent of Rule - o
Enforcement (Role HIGH LOW
Management)

moderately structured
HIGH highly structured by role management

mcderately struc-
LOwW ' tured by organiza- | minimally structured
tional setting

b. Characteristics of Structured Roles Resulting from
Tight Role Management

Returning to our earlier Figure I-A, let us fill in the
lower half of the figure with the characteristics of work roles
that define tight ("authoritarian," etc.) role management.

(1) Regulation of Task Performance (Enforce-
mnent oi Procedure)

The work role is tightly structured (as contrasted with
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loosely structured) if the rules governing the worker's task
activities are strictly enforced and in any other way infor-
mally reguléfed. Although the job may be highly structured

‘in bureaucratic ways, the worker's actual behavior may be

quite different from that which is "programmed" or prescribed.
If this is the case, we shall call the work role (relatively)
loose rather than tightly structured. On the other hand, the
reverse situation could pertain. A relatively non-burcaucrati-
cally structured role could be made much more highly structured
because of the activities of the supervisor in managing or

monitoring the worker's task activities.

(2) Close Supervision

Supervision is tight if it involves the close administra-
tion of the worker's activities while on the job. We refer
to how often the worker is checked, the visibility of the task
performance to the supervisor, and the extent to which sanc-
tions are imposed for error or violation of supervisory direc-
tions. This is independent of how the supervisory relations
are formally organized. For example, there may be many rules,
and a highly defined structure of duties, as well as a single
supervisor for a particular apprentice role (bureaucratic
characteristics), but the journeyman may leave the apprentice
alone to struggle with his work and master it himself with only
occasional direction. This would be loose supervision. On

the other hand, the apprentice role could be located in a very
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non-bureaucratic setting, not governed by many formal rules,
hot strictly defined as to duties or even assigned a single
journeyman as supervisor; but the apprentice may be very
closely or tightly supervised and regulated by one or more
jourreymen.

(3) Regulation of General Conduct
{Enforcement of Rules)

Regulation of the worker's genefallconduct on the job
will be considered tight if rules covering many aspects of
his behavior are inflexible in their interpretation by the
worker, are enforced, and violations are Severely sanctioned.
For the role to be tightly structured in this area, the rules
do not need to be universally applied, and they may be
arbitrarily administered by the supervisor.

The tightness and bureaucratic characteristics of

structured work roles are summarized in Figure I-C.

C. Work Role Design and Modes of Nonadaptation

Let us return for a moment to the issue raised in the
Introduction concerning the congruence Oor incongruence between
workers and the requirements of their jobs. Situaticns of
congruence should result in the worker's easy adaptation to
job requirements; situations of incongruence should lead to
one of many possible non-adaptive behavioral responses. There
will be some amount and typec of nonadaptation. If we utilize

the Mertonian paradigm (Merton, 1957, cCh. 4), some types of
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retreatism, or rebellion.

The point to be maue here is that the way the work role
is designed and managed (including the type of structure that
characterizes it) will influence the type of nonconformity the
role occupant can engage in and still remain within the work
role. This 1is of considerable importance to our discussion of
the disadvantaged'worker because it is crucial that'he retain
his job~-not choose the "retreatist" mode of nonadaptation.
The reasons are obvious. There are few good employment cptions
available to him and dropping out perpetuates failure. Therc-
fore, the way the job ’s designed and managed, particularly
the degree of flexibility it permits for some form of non-
adaptation and yet remain on the job, will to some extent
determine the retention rate of the job.*

There is considerable rescarch literature on the rela-~
tionship between various job characteristics (including
several which crosscut our notion of structure) and workers'

absenteeism and turnover. Generally it appears that the more

*Among other data that could be cited here is a study by
Frank Friedlander and Stuart Greenberg (1370). The authors
conclude that traditional factors such as the demographic/bio-
graphic background of the Hard-Core Unemployed person, his
previous work history, education, family structure, motivation
toward work, motivation to avoid work, self-image, and several
others have little bearing on whether he performs well on the
job and how long he stays. The only factor they can identify
that does affect these twdo critical behaviors is the supportive-
ness of the organizational climate and especially his percep-
tion of his supervisor's supportiveness. This notion of "suppor-
tiveness" is clearly related to the role management style of
the supervisor and of the organization's management as a whole.
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routine, programned, fragmented, and closaly supcrvised the

f

job, the higher the turnover and absenteeism. Such jobs

would be found guite high on the measures of structurc. They
‘also permit few modes of nonadaptation for those workers that
are not highly tolerant of structured work settings. Absen-
‘teeism, being fired or gquittingare virtually the only responses
built into the organization and supervision of the job. For
example, Caplow (1964, pp. 197ff) suggests that the role of
Coast Guard Academy cadct {which is clearly highly bureaucratic
and tightly managed) is so controlled that innovation or
ritualism as modes of non-adaptation are extremely difficult

to accomplish; the legal code makes rebellion dangcrous
according to Caplow, so therefore, the only mode of nonadapta-
tion really perinitted is retreatism. Two-thirds of the cadcts
drop out of this presumably highly structured role before com-

pleting the course.
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II. INSTRUMENT DEVELOPMENT

A. Operationalizing the Tolerance for Structure Construct

1. Test Blueprint

In the tolerance for bureaucratic structure instrument'
questions developed can be considered to represent.four
areas which are theoretically distincﬁ but which should be
related. The four areas include: attitude toward rules and
regulations; attitude toward authority; orientation toward
tasks; and orientation toward delaying gratification.

Attitude toward rules and regulations is conceived of
as a continuum. At the "neutral" or bureaucratic end are
individuals who are predisposed to follcw many rules and
regulations guite willingly while on the job. At the
opposite extreme, are individuals who express discomfnrt at
the thought of having their work behavior governed by rules
and regulations. Implied in this construct is the assumption
that the individual who is predisposed toward following
rules does so wWithout feelings of anxiety of hostility.

,Attitude toward authority is a related construct
involving an individual's predisposition to accept the
legitimacy of the hierarchical structure of work, thus the
legitimacy of supervision. Workers high in this area are
characterized by an easy acceptance of any degree of reason-

able supervision and direction on the job. At the opposite
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end of the continuum ar= those who resent supervision no
matter how reasonable.

Orientation toward task is concerned with the routine
performance of a set of activities which are limited in
scope and highly structured and perhaps repetitious. Asso-~
ciated with this orientation is the tolerance for working on
tasks in which the worker cannot appreciate the contribution
he makes to the final product of his labor. Those who can
perform such tasks without reported discomfort are placed
at the bureaucratic end of the continuum. At the other end
we find individuals who dislike or report other discomfort
when their work Faéks have these characteristics.

The fourth area included in the scale,--is the individ-
ual's orientation toward delaying gratification. This dif-
fers somewhat from the three areas described above which
relate directly to concrete aspects of woik roles. This
last area taps a more general set of orientations which
conceptually underlie the entire personality construct we
seek to measure. The notion of "neutrality" guggests that
an individual will be able to delay his own gratification
if required to do so by the needs of the organization.
Therefore, questions designed to measure this dimension of
personality outside the specific context of work attitudes
are included.

Figure II-A presents the preliminary blueprint which

was used to guide item writing. Rules and regulations and
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authority were considered the most important aspects of the
construct while task and delay of gratification were somewhat

less central.

2. Item Development

After preparing a careful operational definition of the
construct, an initial pool of 500 potential items was gene-
rated. These items were designed to be read by persons with
little formal education. ‘A careful editing and content
analysis reduced the number of items which was used in the
preliminary field tryout.

In order to make the instrument as simple to respond
to as possibie the items were written in such a way that the
response to each o° the questions would be similar. In
addition the items were carefully screened to remove those
that might be offensive to any respondents. This prelininary
form contained 106 items. It was administered to a group
of volunteers in a New York City Job Training Program. 11
of the trainees read Pnglish. This preliminary tryout was
attempted in order to clarify any difficulties in the items.
The respondents were given spacific instructions to mark any
question they had difficulty understanding. In addition they
were asked to indicate any question that they- felt they were
reluctant to answer. The trainees in this program averaged
nine years of formal education.

Based upon this initial set of items a second vorsion




87

of the instrument was constructed. For the most parf the
items in the second version were drawn from the items on the
initial form. Some of the items were modified to improve
their clarity and to eliminate ambiguity. In general twc
criteria were used for item retention. First, the item had
to generate variance--there had to be a spread in the way
respondents answered the questions. Second, the items were
selected only if they generated no negative feedback from
respondents.

In the initial form the instrument contained a number
of questions requiring respondents to make a situational
choice, rather than only to indicate their degree of agssent
to a particular statement. This type of question produced
considerable negative feedback. It was clearly difficult
for some respondents, especially those with minimal reading
skills to respond to queétions phrased in this manner. A
higher proportion of those questions were omitted'than the
Likert scaled items.

The initial form of the instrument required the
respondent to indicate agreement or disagreement on a scale
which was not symmetric. It had been hoped that greater
variance in response might be obtained by forcing a degree
of agreement. Because this procedure was found confusing by
the respondents a symmetric Likert scale with five points

was decided upon.
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FIGURE II-A

Blueprint for Developing . ‘“rm or Tolerance
for Bureaucratic Structure Instrument

Area Rules and Authority Task Delay of
Regulations Gratification
Percent 30% 30% 20% 20%
of

Questions
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Response: Strongly Disagree Agree Strongly
. Disagree Agrce
Scoring:
Positive Items 0 1 3 b
Negative Items 4 3 1 0
The score of 2 was assic '~ items that were omilted
or where the response wu. ambiguous. The items on the instru-

ment were worded so that in about half of the items agree-
ment was coded as bureaucratic while in the other half dis-
agreement was Coded as bureaucratic. This Was done to avoid
the‘development of a general tendency to agree or disagree

with all items regardless of their content.

3. Preliminary Item Analyses

While a rough analysis of the tryout of the 106-item
version of the instrument was done, the criteria used at
that stage were qualitative rather than gquantitative. The
first version of the instrument on which an item analysis
was done was the 86 item version of the instrument.

The 86-item version of the instrument was: administered
to 149 trainees in the WIN .raining program. The admini-
stration of the instrument was accomplished by counselors
and teachers indigenous to the site. A professional member
of the project staff was also present during test admini-
stration in order to observe the reactions of the trainees
to the instrument.

Table II-1 presents the items used at this stage of
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TABLE IXI-1

Point Biserial Item 7 >tal Correlations on Interim
T Trument

Ytem ) Point
Bi~serial

Rules and Regulations

1. Even if I do not like a rule I usually obey it. .453
2. I enjoyed filling out this form. ' 414

3. The best jobs for me are the ones with set
hours, like from 9AM to 5PM. . 360

4. I like to get up at the same time every
morning. : .356

5. Sometimes I wish I could change jobs every
few months. _ .335

6. T would like working at a job where you had to
come in at the same time every day. .348

7. I would like to have a job where I set the hours. .322

8. It seems to me that most rules on the job are
not really needed. .261

9. It makes me angry to see other people wasting
time on the job. .261

10. A boss should expect you to take a sick day
for personal business when you need it. .236

'11. The only thing wrong with breaking rules is
getting caught. .204

12. If everybody obeyed the rules at work fewer
people would get hurt. »208

13. If a person is late for work he ought to be
punished. .163




14.

15.

16.

17.

18.

19,

20.

TABLE II-1 (Continued)

Foremen should punish people they catch sleep-
ing on the job.

I enjoy taking tests.

I like to have my lunch hour at the same
time every day.

T would like to work from midnight to 82aM.

Tt might be fun to work days one month and
nights the next.

Working odd hours is OK with me.

If you are caught smoking in a room where there

is no smoking you ought to be forgiven.

Delay of Gratification

It is smart to take a chance once in a while.

If T won a lot of money I would first take a
vacation.

Work is the most important thing in life.
I dislike waiting.

Tt is often good to wait and think over things
before deciding.

When I apply for a job I get mad if they make
me wait to find out if I got the job.

It is important to save a regular part of
your salary each week.

Tt is hard for me to keep from blowing my
top when someone gets me’ very angry.

I like to spend money as soon as L get it.

what happens to you in life depends on hard
work.

91

<156

.162

148

.078

.100

.063

.015

.362

.349
.337

.327

.290

.287

.286

.262

+253

.248




1.

TABLE II-1 (conzinued)

I would like to have money for a savings bond
taken out of my pay.

12. The long years spent in getting an educaticn
are OK.
13. If I were given a gift of $1000 I would put all
the money in the bank.
14, I like to plan ahead.
15. I would rather have $100 today than $200 in
a year.
16. I like to keep some money in the bank.
17. I find waiting for a bus annoying.
18. I like things to move fast.
19. I would rather be paid every week than every
month.
20, I would rather do without something than buy it
on time.
21. When I do something I like to see how it comes
out right away. :
Authority
1. I often get mad when I am told what to do.
2. I think a boss has the right to tell you
exactly what to do.
3. The worst part about working is having to take
orders.
4. I like people telling me how to do things.
5. A company has the right to tell you what to
wear to work.
6. People who refuse to obey orders on the job are

often right.
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.202

.159

.159

. 137

. 131
112
.108

.105

.039

L0184

.037

U455

434

425

. 397

. 385

384
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TABLE II-1 (continued)
7. I like the responsibility of working without
a boss. . 351
8. I think most bosses know what they are doing. "0

9. Tt is better to be your own boss than to work

10r someonc alse. .317
10. Workers often know more than bosses. .315
11. Most foremen are too bossy. .238

12. I usually do what the boss sa s even if if

do not agree with him. .248
13. Most foremen are too bossy.* ' .238
14. I like to give orders to others. .235

15. Often the people who are supsosed to teach
you about a job know less than vou do. <234

16. If a boss gives you a bad job hc ought to
be told off. _ 221

17. It is better to be a worker thar. a foreman. .198

18. I want my supervisor to be fair even if it ,
hurts me sometimes. .178

19. If we could do away with supervisors most
jobs would be better. .166

20. What the boss thinks about my work means more
to me than what I think about it. . . 151

21. I would rather figure something out myself
than have someone else tell me how.tc do it. . 129

22. I would probably get the jitters before taking-
the test for a driver's license. .026

23. I would like the responsibility of working on
my own. -.032

*Question 13 is the same as ¢ .stion 1. The qucstion
was repeated in order to check for - nsistercy of resvonse.
In the actual irstrument the two it. .is were more widely
separated.
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Tasi

10

17.

12.

Y
1)

14.
15.

- 16.

TABLE II-1 (continued)

A boss should get mac when someone manes a
mistake.

* would like a job where I had more control
~ver the way I work.

"~obs where vou have to sit in the same place
=11 day would drive me crazy.

I would like a job where I had more control
sver the way I work.

I like to work at a steady speed.

I would hate a job where you could not see
the firished product.

I like to set my own pace when working.

The best job for me would be the one where
you knew exactly what you had to do even if
you did not know why you had to do it.

I get mad when I have to fill out forms.

I would like a job that takes you to different
places.

When I make something I like to show it
around.

Most factory Jjobs are dull.

I want to make sure that I produce more than
the average worker.

The best jobs are ones whexre you know exactly
what you have to do.

When I was in school I liked to memorize things.

xssembly line work is not for me.

Jchs that are simple are the best for me.

- 091

U417

. 371

. 350

. 349

. 305

.289

.280

.272

«225

177

01,]0

.64

. 159
<141
.130

127

%4




TABLE 1_-1 (cuontinued)
17. The only thing I need to know about my job
1s how to do my own work.

18. I would like a job where you could do the
same thing all the time.

19. I hate to make decisions.

95

077

+059

- .164
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development as well as the correlation of cach item with
the total score on the instrument. The items are listed
by area and in order of item total correlations. In the
actual instrument they are randomly distributed.

Because the number of subjects who were administered
this version of the instrument was relatively small the
data were not factor analyzed at this stage. In view of
the fact that the items had been written to represént four
distinct sub-areas separate scores were computed for each
subject on the sub-scalzs. The sub-scale scores were then
correlated with each other. Table II-2 presents the correla-
tions between each of the sub-scales.

The correlations among the sub-scale scores are all
positive. There are substantial correlations between the
sub-scales and the total test score.

Because the magnitude of the’ correlation between
variables is limited.by their reliability, the correlation
coefficients were corrected for attenuation. These correla-
tions are presented in Table II-3.

As is indicated, each of the correlations is positive
and with the exception of the correlation between task and
rules and regulations each of the correlations is substan-
tial. The relatively high correlations between the areas
tends to support the notion that a single dimension under-
lies each of the four areas and thus provides some jgstifica*
tion for the use of a single score to represent tolerance

for bureaucratic structure.

rd



TABLE II-2

Intercorrelations Among the Four Areas

1 2 3 4 5
1. Rules and
Regulations T e .535 . 181 . 377 .700
2. Authority — Lu53 .548 .880
3. Task ——— .365 .629
4, Delay of Gratifica-
tion - .752

5. Total —_——




TABLE II-3

Area Intercorrelations Corrected
for pAttenuation

98

1 2 3
Rules and
Regulations -—— 7,912 . 365
Authority - .838.-
Task ' ~——

Delay of Gratification

.758
1.000

.793
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FIGURE II-B

Questions Defining Tolerance for
Bureaucratic Structure

Questions Related to Rules and Regulations:

Even if I do not like a rule, I usually obey it.

If a person is late for work, he should not be paid
for the time.

I enjoyed filling out this form.

A boss should expect you to take a sick day for per-
sonal business when you need it.

It makes me angry to see people wasting time on the job.
If everybody obeyed the rules at work, fewer people
would get hurt.

Often, the only thing wrong with breaking rules is
getting caught.

It seems to me that most rules on the job are not
really needed.

The best jobs for me are ones with set hours, like
from 9AM to 5PM.

Sometimes I wish I could change jobs every few months.
I would like to have a job where I set the hours.

Questions Related to Authority:

The worst part about working is having to take orders.
I like people telling me how to do things.

I like the responsibility of working without a boss.
When I am working, I like my boss to tell me how I

am doing.

Most foremen are too bossy.

Tt is better to be your own boss than to work for
someone else.

I think a boss has the right to tell you exactly what
to do.

A company has the right to tell you what to wear to
work.

I think most bosses know what they are doing.

Workers often know more than bosses.

I often get mad when I am told what to do.

People who refuse to obey orders on the job are

often right.

T usually do what the boss says even if I do not agree

[ﬂ{uz‘ with him.
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FIGURE II-B (continued)

If a boss gives you a bad job, he ought to be
told off.

Questions Related to Task:

T would like a job where I had more control over the
way I work.

The best job for me would be one where you knew
exactly what you had to do even if you did not
know why you had to do it.

I like to work at a steady speed

I like to set my own pace when working.

Jobs where you had to sit in the same place all
day would drive me crazy.

I would like a job that takes you to different
places.

I would hate a job where you could not see the
finished product.

Questions Related to Delay of Gratification:

If I won a lot of money I would first take a vaca-
tion.

It is important to save a regular part of your
salary each week.

I like to spend money as soon as I get it.

When I apply for a job, I get mad if they make me
wait to find out if I got the job.

It is hard Jor me to keep from blowing my top when
someone gets me very angry.

I dislike waiting.

It is often good to wait and think things over before
deciding.

It is smart to take a chance once in a while.

Work is the most important thing in 1life.

What happens to you in life depends on haxca work.
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FIGURE II-C

_Distribution of 43 Ttems by Area in Final Version of Toler-
rance for Bureaucratic Structure Instrument

Rules and Delay of
Regulations Authority Task Gratification

Percent of ‘
Questions 35% 26% 16% 23%
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As a consequence of the above analyses a decision was
made to compute a single score to represent Tolerance for
Bureaucratic Structure and to reduce the number of items oa
the instrument by eliminating those items with léw item
total correlations from the interim version of the instru-

ment.

4. The Final Version of the /Instrument

On the basis of the item analysis data generated above
the number of items on the instrument was reduced from 86 to
43. In eliminating items two criteria were used. Insofar as
possible the number of items retained in each of the areas
should conform to the test blueprint and items which had low
item total correlations would be removed.

Figure II-B presents the items sélected for the final
version of the‘instrument. Figure II-C presents the per

cent of items that fall into each of the four sub-areas.

B. Operationalization of the Structure of Work Roles
Construct

From our brief look at theoretical discussions of
jobs and wofk organizations and at existing job measurement
efforts (both qualitative and quantitative) it is clear that
the notion of structure has resonance as a relevant analytic
dimensional aspect of jobs likeiy to affect individuals'
responses to their work.

The instrument development involved four steps:
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operationalizing the construct by developing a series of
actual job attributes that contribute to the degree of

structure in an actual job; second, generating a series of

‘indicators of structure based on the work role attributes;

third, designing a simple questionnaire-type instrument
based on these indicators; fourth, pre-testing and shorten-

ing thz instrument to a manageable length.

1. Instrument Blueprint

In the theoretical section of this report, we discussed
the concept structure in relation to other attempts to
describe and measure jobs and work behavior and the contribu-
tion of this literature to our understanding of potential
sources of structure. From this endeavor we have derived
nine characteristics of work roles that theoretically describe
a structured job. Eacﬁ of these characteristics, as the
basic concépﬁ itself, may be conceived of as a continuum
along which any actual job may be empirically located. In
order to operationalize the concept of structure,'w;;must
provide a series of measurable role attributes and then
develop indicators of these attributes. 1In developing a set
of role attributes that operationalize the concept, struc-
ture, we must keep in mind that (1) we are concerned with
three major aspects of roles - task activities, supervisory
relations, and general conduct; and that (2) we are concerned

with actual behavior as well as formal regulations. In
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addition, we must keep in mind that the role attributes
must apply to all work roles since the measurement endeavor
is designed to be comparative.

Figure II-D represents a list of role attributes that
define concretely each of the nine structured characteristics
of jobs.

These role attributes represent an operational defini-
tion of the concept structure. Since the concept is a con-
tinuum, the more frequent the incidence of these attributes,
the greater the degree of structure characterizing that
work role. TRoles can be compared both in degree of struc-
ture and in the type of structure characteristic of them
(that is, bureaucratically structured or structured by
tight role management) . |

| Now let us turn to the actual implementation of such
a measurement.

2. Development of the Job Description
Questionnaire

Basic to our measurement approach are sevefél method-
ological assumptions and a particular éonception of how the
instrument is to be used.. Let us turn first to these and
then to the Job Description Questionnaire itself.

The first assumption is that the measurement must be
based on actual field information. The lack of detailed
written descriptions providiﬁg information about all the

4ERikj relevant aspects of jobs precludes using any written
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FIGURE II-D

Role Attributes (Bureaucratic and Tight)
v ~Oof Structurcd Work Roles

"Bureaucratic" Ro%g Attributes

1. Inelastic Role Boundaries

Duties are not supposed to change, and do not change.
Exact duties are fully prescribed: no ambiguity in the
specifications.

2. Fragmented Task Actiwvities

Duties consist of a single (small number) major task.

Task consists of a single (few) major operation or step.

Task cycle is short in duration.

Contribution of task to total operation is negligible.

No or little interaction is regquired with other workers
or foreman.

Visibility of task's contribution to total operation is
low.

3. Rules of Task Perﬁormance {Procedures]

The work place is a single, pre-determined or specified
location.

Amount of work done is pre-determined or specified,

Quality of work done is pre-determined or specified.

Methods by which task performed is pre-determined or
specified.

In-put materials used in task performance are pre-
determined or specified.

Sequence of task performance is pre~determined or specified.

Pace of task performance is pre-determined or specified.

Tools used in task performance are pre-determined or
specified.

All exceptions to specified task procedures turned over
to another specified person.

Changes in the task procedures are initiated from outside
the work role.

(Continued)
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FIGURE II-D (continuecd)

4. Direct Supervision

The work role has a single supervisor.

All communications to the worker are channeled through
the supervisor.

21l communications from the worker go to the super-
visor.

The worker issues no instructions to other workers.

5. Rules of General Cop@uct

Starting and gquitting times are specified.

Hours or shifts are specified.

Rest breaks are specified.

Lunch period is specified.

Rules limit personal phone calls while at work.
Starting rate of pay 1is specified.

Lateness is not permitted.

Parts of the work establishment are restricted to access.
Smoking is not permitted eXcept in specified areas.
Absences must be excused.

Sick days are limited.

Clothing is specified.

Rules 1limit non-work related conversation.

Annual vacation is specified.

Leave without pay is not permitted.

6. Promotional Ladder

The job is part of a normal sequence of promotion.

Workers are expected to move up the promotional
ladder.

Workers must have additional training to move up
the promotional ladder.

"PIGHTNESS" ROLE ATTRIBUTES

7. Regulation of Task Performance [enforcement of
procedures]

Workers carry out their tasks in the specified work place.
Workers obtain permission before leaving their work.
Workers have no influence on the amount of work they do.
Workers have no influence on the quality of work they do.
Workers do not: alter the prescribed work methods:;

(Continued)



FIGURE II-D (continued)

Workers do not: use tools other than those prescrihed;

8.

The
The
The
The
The
The
The

The

evaluate in-put materials assigned;

alter the seguence of work;

alter the pacce of work;

handle exceptions:

take unauthorized time away from their
work place;

offer suggestions concerning changes in
work procedures.

Close Supervision

supervisor is supposed to check the quantity of out-
put, and does.

supervisor is supposed to check the quality of out-
put, and does.

worker is visible to the supervisor.

supervisor frequently checks the worker personally.
supervisor personally assigns all work.

supervisor personally determines how all tasks

will be done.

supervisor formally evaluates the worker's poer-
formance.

supervisor does not seek the advice of the worker.

Workers do not gquestion the supervisor's directions.

The

The
The

supervisor may fire, promote, Jdemote, and dock pay,
and does.
supervisor has few subordinates.
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aupervisor has no duties other than administration and

supervision.

Status differences between the supervisor and subordinates

are visible.

There are no formal mechanisms by which a worker can appeal
supervisory decision, or they are infrequently utilized.

9.

ngplgﬁion of General Conduct [enforcement of rules]

Workers are reprimanded if they violate rules pertaining to:

time of arrival and departure;
time and duration of breaks;
clothing;

areas of restricted access;
non-work related conversation;
personal telephone calls;
smoking.

Workers are docked pay for violations.
Workers are fired for violations..

{Continued)
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FIGURE II-D icontinued)

Wo rkers punch in and out.
P rsc aro. filas contain records of all rule violations

enc¢ reprimands.
PrOoL cf an excused absence is required (e.g., doctor ‘s

i
-c) .

o

ERIC

Aruitoxt provided by Eic:
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materials as the bas C source of data. So also does the
need to assess what actually occurs on the job rather than
relying on formal characteristics of the work alone.

The second assumption is that the measurement must be
made by someone acting as an informant about the job. This
is particularly important since we are concerned with such
aspects of the job as the enforcer.ent of rules and less
formally established restrictions.

The third assumption is that thecmeasurement format
must be easily administered. Researchers can rarely intrude
into an on-going business organization, so0 the measurement
of jobs must be kept as simple as possible but still based
on actual observation. |

Given these three assumptioné, we chose supervisors as
our informants in collecting field data on jobs. It is not
difficult to obtain accurate information on the formal
aspects of a job, especially the task area. Turner and
Lawrence (1965), for example, found that task-related
attributes are as reliably reported by the worker 23 by an
impartial, trained observer. This indicates that almost any
close observer of the job - the worker, his supervisor,
trained observer - would be adequate. In measuring structure,
however, an insider is probably the better choice since even
the formal attributes are somewhat less visible than those
measured by Turner and Lawrence since they include supervisory
structure and general conduct rules and regulations. We

chose the supervisor since he is accessible and, if the
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instrument were to be applied to hiring situations by com-
panies, he would be the informant most easily used.

On the other hand, the enforcement of rules and regula-
tions and the closeness of supervision involve more subtle
interpersonal relationships and could be construed as more
delicate, threatening material by an informant. There are
several issues. The supervisor is probably less likely than
the worker to be threatened by answering such queséions about
the job. Under two conditions we expeét the supervisor to
rate the job higher on rule enforcement than might actually
be the case: 4if the company has access to his ratings and
if it is perceived by the informant as desiring stricter
enforcement than he was actually carrying out. (The same
bias would appear if the worker were used as the informant
since he would fear that acknowledging low enforcCement
might bring about stricter enforcement.) Nevertheless, in
either case, the rating by the informant would reflect the
fact that enforcement or potential enforcement is greater
in this situation because of the attitude of management than
is the case in less tight organizations.

Where the influence of the company is not an issue,
supervisors are likely to be good informants about their own
style of supervision, certainly better than an outsider
observing the situation for a short period of time. A
supervisor who is authoritarian is likely to be proud that
he "runs a tight ship" or its equivalent, and to feel that

strict enforcement is the correct supervisory method. More
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loose supervisors are also lixely to feel their method
superior; unless they are at considerable variance with
the stated or tacit company supervisory policy, they are
likely to be open about the jobs they supervise.

Whether workers hide their rule~violating behavior 1is
another problem in using the supervisor as informant. The
answer is clearly that workers do, but the extent of their
concealment is likely to be greater in situations Qhere the
supervisor is a rule-enforcer (a tight’supervisor). Thus
where the supervisor states that rules are enforced, but
where hidden violations actually do occur, the incorrect
answers are in the correct direction in measuring the actual
situation, namely a tightly managed job.

For these reasons we have chosen to use the supervisor
as the informant. We also decided tc use a simple yes-no
questionnaire formal, concrete, highly specific questions

about the job, that are easily answered and few in number.
3. The Items

The Job Description Questionnaire is composed of forty-
five items selected from an original list of one hundred
sixty-nine items. The original items were developed to cover
all nine subareas of the structure dimension. They were
administered to a sample of individuals in a range of
structured/unstructured jobs and the best items selected on

the basis of item~total correlations. This smaller group



of items included some from each of the subareas with the
exception of the "elasticity of role boundaries" area of the
bureaucratic sub-dimension. This area was omitted from the
final inventory.

Of the forty-five items in the inventory, twenty-six
are indicators of "bureaucratic" attributes of the job and
nineteen "“tightness" attributes. For example, an indicator
of the fragmentation of task activitiés is a negative reply
to the i{ollowing question: "Does a worker's major task on
his job require him to carry out many different operations
or steps?" An indicator of the existence of rules govern-
ing task performance is a negative response to whether a
worker in this job is supposed to select the methods he
uses to do his work. If the worker is directly resPOASible
to a single supervisor, it is an indicator of direct super-
vision. An indicator of the bureaucratic regulation of
general conduct is whether the worker is covered by a rule
that prohibits him from making or receiving personal tele-
phone calls while at work. The rest of the specific items
measuring each of the bureaucratic areas are presented in
Figure II-E. They are indicators of some of the bureaucratic
job attributes found in Figure II-D.

The "tightness" attributes of Jobs are measured by
nineteen items. For example, an indicator of the enforce-

ment of task rules is a negative response to the guestion
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FIGURE II-E

Job Description Questionnaire:
Indicators of structurcd wWork Role Characteristics

"Bureaucratic" Indicators

1. 1Inelastic Role Boundaries

None.

2. Fragmented Task Activities

A. Does a worker's major task on this job require
‘him to carry out many different operations or steps?

B. In this job, does the worker make a considerable
contribution to the entire final product or service?

Cc. 1In the normal course of his work, does a worker in
this job actually see the final product or service
rendered? :

D. Do more than 20 workers in this organization have
the same job?

E. Can this job he learned in a day or two, Or less?

F. Does a worker in this job generally work on a large
part of the total product or service rendered?

G. In this job, is a worker's own contribution to the
final product or service clearly visible to him?

H. While he is working, is it possible for a worker
in this job to pick up new or more advanced skills?

3. Rules of Task Performance (Procedures)

A. Is there any time during the work day when a worker
in this job is not officially assigned either
specific tasks or a rest break (that is, is there
generally any "“free" time)?

(Continued)
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FIGURE II-E (continued)

B. 1Is a worker in this job supposed to select the
methods he uses to do his work?

C. 1Is a worker in this job supposed to set his own
work pace?

4. Direct Supervision

A. Is a worker in this job directly responsible to a
single supervisor?

B. Does a worker in this job routinely issue instruc-
tions to someone beneath him?

C. Are all communications to a worker about his work
supposed to be channeled through his immediate
supervisor?

D. Is a worker in this job supposed to take all ques-
tions or requests for help only toc his immediate
supervisor?

E. Do workers in this job often actually go to a supe-
rior other than their supervisor for advice or
direction?

5. Rules of General Conduct

A. 1Is a worker in this job supposed to take lunch only
at an assigned time?

B. Is a worker in this job supposed to take only a
certain number of sick days?

C. TIs there a regulation prohibiting a worker in this
job from regularly making or accepting personal
telephone calls while at work?

D. Is the amount of time a worker is allowed for a
break specified?

E. Is a worker in this job allowed to smoke while on
the job?

F. Is a worker in this job supposed to take his breaks
only at assigned times?

G. Is there a list of company rules and regulations
posted near where a worker in this job works?

.EJXU;« (Continued)
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FIGURE II-E (Continued)

Promotional Ladder

A. TIs there a normal sequence of promotion open to
a worker entering this job?

B. Do most workers who enter this job move to the
next position in the promotion sequence?

C. 1Is the worker required to have additional train-
ing in order to be promoted?

"Tightness" Indicators

7.

Regulation of Task Performance (Enforcement of Procedures)

A. Do workers in this job often leave their work, say
for 5 minutes, without permission?

B. While on the job, can a worker move freely around
the work area when he feels like 1it?

C. Generally, are whatever problems or exceptions
that arise in the course of his work handled by
the worker himself rather than turned over to some-
one else?

D. Do workers in this job often alter the prescribed
work sequence?

E. Does his supervisor personally check a worker in
this job at least once an hour?

F. Does the supervisor normally keep a reccrd of the
reprimands he gives?

G. Do supervisors often dock the pay of workers in
this job?

H. Does his supervisor personally'tell a worker exactly
how he is to do his work?

Regulation of General Conduct (Enforcement of Rules)

A. If a worker in this job comes in fifteen minutes
late, will he generally be reprimanded?

B. Will a worker in this job generally be reprimanded
if he takes a longer break than regulations allow?

(Continued)
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Will a worker in this Jjob generally receive a
reprimand if he smokes while working?

Will a worker in this job generally be reprimanded
if he makes personal telephone calls while on the
job?

"Is a worker in this Jjob normally docked pay for

each unexcused absence?

Is a worker in this job docked pay whenever he is
late?

Does a worker in this job punch in and out?
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"Do workers in this job often leave their work, éay for 5
minutes, without permission?” >Close supervision is measured
by eight questions, one of which is "Does the supervisor of
this job always actually check the quantity of work the
worker does?" ’Finally, the enforcement of rules of general
conduct is indicated by appropriate responses to such ques-
tions as "If a worker in this job comes in fifteen minutes
late, will he generally be reprimanded?" Again, the com-
plete list of items is found in Figure II-E. The score on
the instrument is the number of questions to which a bureau-

cratic answer is given.

‘4, Reliability Data

The Job Description Questionnaire was administered to
two groups in order to gather evidence regarding the reliabi-
lity and validity of the instrument. The first group in-
cluded the suéervisors of the Bank Clerks who are more fully
described in section IILI-B. The instruments were distributed
to the supervisors of those workers with instructions to
fill out the instrument regarding £hat particular job which
the worker held.

Table II-4 presents the mean score and the standard
deviation of scores on the Job Description'Questionnaire
for this group.

The reliability of the instrument as measured in this

group is probably an underestimate of the instrument's
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reliability when used in a larger sample of jobs. The group
in question is relatively homogencous regarding the condi-~
tions of work as comparcd to the variability in the condi-
tions of work found when sampling across different companies.
For example there are company wide policies regarding cer-

tain practices concerning personnel.

TABLE II-{4

Mean, Standard Deviation, and ReliaBility of Job Descrip-
tion Questionnaire in Bank Clerical Site

Mean 16.82
Standard Deviation , 5.56
Number ‘ :’ 180

Reliability* .75

¥ Coefficient alpha

Table II-5 presents the item total correlations obtained
in this group. Only one of the correlations is negative.

A second attempt was made to obtain an estimate of the
reliability of the measure in a more diverse group of jobs.
A group of selected individuals with past experience in
supervising a variety of jobs was asked to complete the in-

strument regarding the jobs they supervised. The jobs
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TABLE II-5

Ttem Total Score Correlations for Job Description Ques-
tionnaire in Bank Clerk Site (N=180)

Item Biserial r Item Biserial r
1 .286 23 .027
2 277 24 .175
3 .252 25 © 543
4 .313 26 .328
5 .326 27 .46
6 .391 28 -.061
7 341 29 .245
8 : . 394 30 .593
9 .195 | 31 .107

10 .438 32 . 426
11 .039 33 .061
12 411 34 <121
13 .381 35 | .236
14 | .096 36 .280
15 367 - 37 .036
16 .106 38 .u77.
17 | .405 39 | .285
18 .262 40 .284
19 .239 41 .315
20 445 42 .119
21 .099 43 4n2
22 .310 4y 415

45 .229
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included secretarial jobs, clerical jobs, production line
jobs, and Civil Service jobs. Table II-6 presents the mean
score and the reliability estimate for this group.

Note that the reliability estimate is somewhat higher.
This is probably a function of the increased variability in

the jobs sampled in this group.

TABLE II-~6

_Mean, Standard Deviation and Reliability of Job Description
Questionnaire in Miscellaneous Clerk Site

Mean 16.58
Standard Deviation 7.77
N 36

Reliability®* .859

*¥Coefficient Alpha

Table II-7 presents the item totai correlations for
this group.

In comparing the item total correlations presented in
Table II-5 with those in Table II-7 it should be noted that
there are two negative item total correlations and they
do not occur on the same item in each of the groups.

It should also be noted that the jobs which were

sampled in an attempt to demonstrate the reliability of the
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TABLE II-7

Item Total Correlations for Job Description Questionnaire
Th Miscellancous Clerk Site (N=36)

Item Biserial r Item Biserial r
1 .388 24 .516
2 .331 25 .573
3 .408 26 . .505
y .150 , 27 .378
5 470 28 .315
6 ' 436 29 417
7 .ok 30 .664
8 .675 31 L407
9 .153 32 | .295

10 .548 ‘ 33 .342
11 407 . 34 | 424
12 476 35 .388
13 .338 36 .284
1w .532 37 - 432
15 - .277 38 410
16 .116 39 .393
17 | .053 40 | 386
18 .130 41 .082
19 .321 42 , .581
20 .322 » 43 341
21 .272 4y ~.237
22 .567 45 . 341

23 .48y
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instrument do not constitute anything approaching a sample
of the jobs availablec to the average worker. Consequently
the mean scores and the variation obtained cannot be con-

sidered norms for any larger group.

5. Validation Information

The content validity of the instrument has been
discussed in previous sections. The predictive validity
of the instrument can be established oAly in conjunction
with the TBS instrument. There 1s certain data regarding
the construct validity of the instrument which can, however
be presented.

As previously mentioned, the Dictionary of Occupa-

tional Titles contains a section entitled "worker trait

characteristics." These materials are based on detailed
observation of a wide variety of jobs and, hence, provide
some validation data for our job instrument. We would
expect that for those job characteristics discussed in the
DOT which conceptually relates to the notion of "structure,"
there would be a positive correlation between the DOT and
the Job Description Questionnaire.

Table II-8 presents these correlations for the occupa-
tional groups which have been described above.

Note that all of the correlations are in the predicted
direction and significant although they are small. The
relatively small magnitude of the correlations can be explain-

ed on the basis of the fact that the groups included in the
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TABLE II-8

. Occupational Titlies Worker Trait Characteristics for
" Combined Bank Clerk and Miscellaneous Clerk Sites

~Correlation Between Job Description Scores and Dictionary of

Dot Correlation Number

Situation involving a pre-
ference for activities of
a routine, concrete orga-
nized nature 17 3%% 224

Situations involving repe-
titive or short cycle
operations ' 242%% 224

Situations involving doing
things under specific
instruction .138% 223

Situation involving the
precise attainment of
set limits «393%% 223

* p = .05
¥ p L .01
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s

analysis are relatively homogeneous as contrasted to'fhe
entire range of jobs. Secondly the DOT provides at best
a rough mea-ure of the construct which the JDQ seeks to
‘.measure. For example in the DOT the worker trait charac~
teristics of the taxi driver and the bus driver are exactly
the same. Yet it would séem to be abundantly clear that
the degree to which each of these jobs is structured varies
rather considerably. Relative to the bus driver the taxi
driver has an enormous freedom in determining his place of

work, the hours of his work, the pace of his work, etc.
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A. Federally Funded Job Training Programs

1. Worker Incentive Program

The Worker Incentive Program (WIN) in an Eastern State 1is
designed to provide basic educational and job training for indi-
viduals who have been receiying public assistance, in particular
Aid to Families with Dependeqt Children, and to assist them ob-
tain jobs. Although the program is centrally administered, it
is cairied out in some 21 Centers throughout the state. We ob-
tained data from each of these Centers. While many enrollees to
the program are voluntary, an element of compulsion is possible
since a social worker can require an individual receiving ADC
to enroll in the program.

The formal structure of the WIN program calls for several
stages in processing enrolless. Each enrollee, regardless of
the particular training program to which they are ultimately
assigned, initially begins with a two week orientation program.
During orientation the trainee is introduced to the WIN program
and the tréining options available at the end of orientation.
The enrollees are tested and interviewed by counselors in the
WIN program as well as personnel from the State Employment
Service.

At the end of the orientation program the trainee is sup-
posed to move into one of the available educational or skills
programs, and is placed directly in a job or terminates affilia-

tion with the program. Those trainees who possess skills which
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can be immediately utilized by an employer and who indicate a
désire to be placed are supposed to be hired directly at the end
of the orientation program if there is a job available. 1In our
particular sample this group constituted only a small fractién
of the total.

Other trainees are placed in specific job training programs
run at the WIN site. Clerical training, typing instruction, and
general office procedures form the basic instruction for many
trainees. There is also general mechanical training in prepara-
tion for work in the automotive industry.

In some cases the specific job training available is on a
contract basis with a third party. Examples of such specific
job training include programs run by local junior colleges and
programs (such as beautician training) run by private corpora-
tions. |

In many cases, however, these potential workers do not
have sufficient basic skills to be placed either in a Jjob or
a job training program. Such trainees are supposed to be placed
in an educational enrichment program. The program involves
general educational development, enchancing the ability of the
trainee to read, write, and do simple arithmetic. In some cases
the general educational training may lead to a high school
equivalency diploma and even enrollment in a Junior College.

Given the natﬁre of the WIN program most of the enrollees

are women:
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Table III-1

WIN: Sex
Male 62
Female 3 94
TOTAL 100%
(N) - (117)
- NA . 1

Almost half of them are between the ages of 20 and 30 years:

Table III-2

WIN: Age
Less than 20 years old 43
20 - 29 years old 47
30 - 40 years old - 37
41 - 57 years old ’ 12
TOTAL 100%
(N) (110)
NA 8

Almost one third of the group reports that they are single
and 41% of the group that they are divorced. Less than one third

of the group is married:
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Table III~-3

WIN: Marital Status

. .Single 31%
Married : ‘ 27
Divorced A , 41
Other i
TOTAL 100%
(N) ’ (108)
NA 10

The individuals have a relatively large number of children.

Almost one third of the group has more than three children:

Table III-4

WIN: Number of Children
None 6%
One child 19
Two children 25
Three children 18
Four or more children A 32
TOTAL 100%
(N) (110)

NA 8
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They are not particularly well educated. Eighty four per

cent of the groupAreports having had less than a high school

education:
Table III-5
WIN: Education

8 years or less : 22%
-9 - 11 years 62
12 or more 16
TOTAL 100%
(N) (111)
NA - 7

A majority were born in the East although more than one

third were born in the South:

Table III-6

WIN: Place of Birth

United States:

East Coast 52%
South 38
Central 2
West 1
Foreign, including ‘ 7

Puerto Rico

TOTAL 100%
(N) ‘ (107)

NA 11
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The group is'heavily black with a substantial number of

Puerto Ricans:

Table III-7

WIN: Race or Ethnicity
Black | 65%
White 5
Puerto Rican 29
Other 1
TOTAL ' 100%
(N) (104)
NA 14

A majority of the group is Protestant with less than one

percent Jewish:

Table III-8

WINM: Religion
Catholic 20%
Protestant 72
Jewish 1
Other 7
TOTAL 100%
(0 * (104)

NA | 14
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As a group they have not been employed regularly in the
past two years. Given the large number of children and the fact
that they have been receiving welfare payments this is not un-

expected:

Table III-9

WIN: Number of Months of Full
Employment in Last 2 Years

Six months or less 93%
7 - 12 months 7
13 - 24 months -
TOTAL 100%
(N) . (103)
NA . 15

Less than half the workers have held even a single job in
the past two years.

To summarize, the enrollees in the WIN program are largely
young minority group women who have not had a stable employment
history largely because they are caring for relatively large,
young families. The program is formally structured with clear
steps and requirements. The program may not be in reality as
formally structured as it would appear in documents describing

it.

2. Concentrated Employment Program

The Concentrated Employment Program (CEP) is designed to

. prepare potential workers for gainful employment and to train
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them in the skills and attitudes necessary to hold jobsll We

obtained data from CEP programs in two states. 1In each of the
cases the CEP program was located in an urban area in a section
of the community that might best be described as disadvantaged.

The structure of the CEP programs that were tested, is
similar to the structure of the WIN prégram. There is an initial
period of testing and counseling. Upon completion of the common
orieritation program there are a number of alternatives open to
the enrollee. He may go to a job directly if one exists that
he wants and that he is qualified for, he may enroll in a job
training program or he may enroll in an educational development
program.

The job training programs in the CEP sites were somewhat
more elaborate than the job training programs associated with
the WIN programs. There were formal programs designed to pre-
pare workers for a variety of jobs.

The CEP programs are to a higher degree than the WIN
programs voluntary. In the WIN program continuation of aid is
often contingent upon enrollment in the program. For most of
the enrollees in the CEP programs association is voluntary.
Although in a number of cases individuals were given a parole -
on condition that they enroll in the program.

The CEP programs have a much higher proportion of males

than the WIN programs:
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Table III-10

S _CEP: _ Sex
Male 62%
Female _ e 38
TOTAL : 1008
(N) ' (263)
Na . ] 16

As a group they are somewhat younger. Over one third are

below 20 years of age:

Table III-11

__ CEP: Age .
Less than 20 years old 34%
20 - 30 years old 46
31 - 50 years old 17
.51 - 63 years old - 3
TOTAL : 100%
(N) (261)
NAa = 18

They are not well educated. Almost three quarter of the

group had not completed high school:
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Table III-12

CEP: Education

g€ years or less 27%
9 - 11 years 47
12 years 22
13 - 16 years _ 3
TOTAL 99%
(N) . (265)
NA 14

Southerners are strongly represented since one of the sites

is in a southern state:

Table III-13

CEP: Place of Birth

United States:

.East Coast _ 17%

South . 62
‘ Central 2

West 1
Foreign, including

Puerto Rico 17
TOTAL 99%
(N) (230}

NA ’ 49
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A substantial nwber of foreign born and Puerto Ricans

. &

are included in the group. Of those who were born outside the
continental United States a majority arrived in this country

between the ages of 11-21:

Table ITII-14

CEP: Age of Arrival in Uni‘ted States, if
Foreign Born (including Puerto Rico)

Less than 10 years _ 13%
11 ~ 21 years ) 54
22 = 30 yeurs 20
31 - 43 years ] 11
TOTAL 98%
(N) (47)
NA , 7 ,, 7 232

Given the relatively young group the proportion of single

people is not unexpected. The relatively high number of di-

vorced is unusual given the young nature of the group:

Table III-15

CEP: Marital status

Single 55%
Married 21
Divorced 23
Other -
TOTAL 99%

(N)

(258)



Similarly the number of children reported is less than

the WIN group:

Most

Table III-16

CEP: Number of Child:gq

None 41%
One child 3
Tw. children . 18
Three children 7
Four or more children 11
TOTAL 100%
) | (229)
NA 50

of the sample are black:

Table III-17

CEP: Race or Ethnicity

Black 76%
White 15
Puerto Rican 8
Other S 1
TOTAL 100%
(N) (260)

NA . 19

136
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and Protestant:

Table III-18

_ CEP: Religion —_—
/ Catholic ' 34%
Protestant ' 62
Jewish 1
Othe = ) — 3
TOTAL | | 100%
) (225)
NA 7 54

As a group they do not have a stable employment history
with over half of the group having been emploved for less than

12 months in the past two years:

Table III-19

CEP: Number of Months of Full
Employment in Last Two Years

Six months or less : 37%
7 - 12 months 20
13 - 24 months I , 42
TOTAL 99%
(N) ~ (210)

NA 7 69
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0f those who had been employed most had held more than one

job during this period:

Table III-20

CEP: Number of Different Jobs
in Last Two Years

1 job 34%
2 jobs 41
3 or more _ 25
TOTAL 100%
(N) (176)
NA 103

As a group the CEP trainees &re soOmewhat yodunger than the
WIN trainees and also have a much higher proportion of men.
The CEP programs are formally guite structured with a clear set
of procedures specified for progress through the programs. In
practice, however, the actual conduct of the programs was con-
siderably less structured than would be indicaﬁed by the formal
outiine of the procedures. The hours kept by the enrollees and
attendance at training all were in some cases less stringent
than would be indicated by the formal nature of the programs.
In some of the cases observed, there was little or no use of
training mzterials which had been purchased. In many cases
training materials were broken or not available. In one particu-

lar instance a trainee was being instruuced in the use of a



139

wrench, but because all of the wrenches had Jdisappeared was
told to simulate the wrench. In one of the sites visited on
several occasions, the director kept explaining that the ab-
sence of a large proportion of the trainees was due to field
trips or community observances.

The rormal structure of the job training programs and

the actual conduct of the programs may differ considerably.

B. Bank Clerical Workers

Through the cooperation of the personnel department of a
New York City bank, data were obfained on a number of clerical
workers in the bank.

The site ié a large international bank with offices through-
out the world. The headguarters are iocated in New York City
as are a large number of the bank offices. The bank maintains
a centralized persoﬁnel research department which ¢stablishes
policies for hiring used by all branch offices. For those
branches located in the New York metropolitan area, the inter-
viewing and testing of candidates is done at a centralized
facility in the city.

While the bank employs a larde number ¢f workers in a
variety of jobs, we focused our attenfion only on clerical
workers in the bank. The majority of these workers do not
work on the floor of bank offices dealing with customer transac-
tions; rather they work in an administrative support capacity.
While the workers held a variety of jobs the majority were

classified as typists, stenographers, and secretaries with small
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numbers of workers in each of several other assorted clerical
positions.

There is an elaborate personnel policy throughout the bank,
with uniform requlations regarding such matters as dress, hours
of work, number and duration of breaks, time assigned for lunch
hours etc. Similarly the procedures followed to dismiss a
worker are standardized throughout the bank; warnings to em-
ployees are formal reports and counseling sessicons are also
formal procedures.

However, there 1is some variation in the degree to which
these regulations are enforced. For example, in some offices
a rigid rule against smoking is enforced while in others the
rule is relaXed; Similarly, there is a degree of variability
in the extent to which the actual task of a worker with a
particular job is structured. The largest group of workers in
the sample were =2mployed as typists. Some typists are in a
typing pool and they type a variety of correspondence. Others
are production typists who retype the same standardized order
forms as they are filled out. 1In short for some of the typists
therc is some degree of variety in the tasks performed while
for others the tasks are quite uniform.

Demographic data were obtained from the personnel research
office of the bank. 1In some cases only partial demographic
data were released by the bank so that the saméle size in the
tables varies somewhat.

While the bank did not provide data regarding the sex of
. the workers, informal discussion would tend to indicate that the

overwhelming majority are women.
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In the first wave of testing, we obtained data on some
entry‘workers. Table III-21 presents the information régarding
age of this group. As one would expect the applicants are
relatively young. For many of them this job is their first

job, after completion of their schooling.

Table III-21

Bank Clerical: Age

Less than 20 years.old 50%
20 - 30 years old 38
30 - 55 yeafs old _ 7 12
TOTAL: 100%
(N) (58)
NA 188

In the second wave of testing, we obtained data on a
number of clerks who had been employed at the bank for varying
periods of time. Table III-22 presents data relating to the

educational attainments of both the groups. Note that the

Table III-22

Bank Clerical: Education
10 - 11 years 9%
12 years : 77
13 - 16 years 13
TOTAL . 99%

(N) 226
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majority of the employees are high school graduates which re-
flects the fact that a minimal requirement for cmployment in
many of the jobs is a high school education. A large number
of those with more than a high school education are graduates
of either business schools or junior college business and
clerical programs.

Table III-23 presentsvdata relating to the race of the
bahk emplbyees. Although a majority of the clerks are white
there are a substaontial number of blacks employed. The percent-
ac: of blacks being hired at the bank is increasing, Older
workers are almost exclusively white while a majority of the

recent employees are black.

Table III-23

Bank Clerical: Race or Ethnicity ,
Black , 37%
" White © 54
Puerto Rican 5
Other . 4
TOTAL 100%
(N) _ (246)

NA —
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This group of clerical workers are employed at jobs which
are relatively structured. They are generally youndg and very
few have less than a high school education. While there is some
variety in the specifi® tasks performed by these workers, they

all work in a fairly structured business organization which

creates the general requirements of their jobs.

C. Clerical Training Programs

1. Urban Bank Training Program

The bank clerk trainees are enrolled in a clerical train-
ing program for the disadvantaged sponsored by a bank whose |
corporate headquarters is located in New York City. The train-
ing program is designed to raise the skill level of minority
group and other disadvaﬁtaged persons so that they can compete
wiéh other applicants for clerical positions in the bank. In-
dividuals enrollgd in the program are all certified as "dis-
advantage" under Federal criteria. Most applicants to the
program are women, and many have been previously enrolled in
other more general training programs sponsored by the Federal
Government. A number of tests are used to screen applicants
for the program. For exauple, each applicant must demonstrate
the ability to read at a minimal level. In general, however
the general educational level of the trainees is low.

The training program lasts for between 15 and 22 weeks
depending on the particular part of the program in which the
trainee 1is enrolled. The training program.consists first of

O neral educational development designéd to imprové the trainees'

ERIC

FullText Provided by exic [N

written and spoken English as well as their mathematical ability.
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Second, specific job related training is provided particularly
to develop typing skills and other. general secretarial“skills.
In addition, throughout the program trainees are encouraged to
work closely with counselors whose goals are to assist trainees

to deal with personal problems affecting their job perform:nca.

2. Secretarial and Clerical Training Program

The clerk trainees are engaged in a simple training program
for beginning clerical positions in a variety_of New York City
firms. This program was set up as a response to the problems
of bﬁsinesses who were interestéd in recruiting and training
minorities and the disadvantaged for entry positions in their
companies. Since most of the companies hire only a relatively
small number of workers at one time, training workers with
minimal skills to fill those Jjobs was a‘difficult and expensive
task. Consequently a number of firms have centralized their
training for clerical positions. They interview and agree to
hire a particular worker. The worker will then be assigned
for training to the independent training corporation which
is responsible for their job preparation.

4Screening these workers is a two stage process. Initially
workers are tested and interviewed by the training corporation.
Most workers who apply for +raining have already been enrolled
in federally funded tr.ining programs such as WIN or CEP.
These applicants are given a battery of aptitude and achieve-
ment tests as well as a personal interview. Those trainees who
pass this preliminary screening are then sent for further

scréening to the particular company that will ultimately employ
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them. The screening done by the companies is quite varied.
Some companies test the applicants further, others simply con-
duct a short interview.

Upon being accepted into the program, the trainees attend
sessions at the training center. Most of the training consists
of conventional classroom instruction in typing, secretarial
skills, English, steno, eté. The classroom environment is
relatively struétured. There are rules regarding attenhdance
and dress which are rigidly enforced. Betause of the competi-
tive nature of the selection process, the threat of dismissal
is quite real. Trainees who do not conform to the rules of
the training center are frequently dismissed.

Towards the end of the formal classroom training program,
trainees begin to spend a period of time during the day at the
companies that hired them. They may begin with one day a week
in the office where they will be employed and they gradually
proceed to spending all of their time working on the job.

A majority of the trainees are actually pléced on jobs.
Since a company has been paying their salary throughout the
training program and since the company has completed a screen-
ing prdcess for the individual prior to acceptance into the
training progrém, the rate of initial placement on actual
jobs is quite high. No data were available on the success of
the workers after beginning full time work.

Because we had to rely -on the training center to administer
the Tolerance for Bureaucratic Structure.instrument and to

collect follow up data, we were unabkle to obtain demographic
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data regarding the subjects in the sample. However, a majority
of the trainees at the center are members of minority groups
and have been certified as "disadvantaged" under Federal cri-
teria; they are almost exlusively women.

© .’

D. University Secretaries

This particular group of secretaries was obtained at three
urban universities. Two of the institutions are private and
one of the institutions is publicly supported. The job of
secretary in a college community is somewhat different and
less structured than the typical job of secretary in a business
organization. The differences in structure are in part a re-
flection of differences in the institutions and in part a
difference in the individuals who occupy those jobs.

While the formal task requirements of secretaries in both
places of work are quite similar, they must, for example,
answer telephoneé, type letters( take dictation, file corres-
pondence, etc, the contexts surrounding the Jjobs are quite
different. In a college a substantial proportion of the em-
ployees, professional and non-professional, follow an irregular
schedule. Professors and sometimes administrators do not
typically work 9 to 5, five days a week. They may work long
hours one day and may not work at all on another day. Conse-
quently, both the flow of work and the degree to which a secre-
tary in a coilege is supervised varies considerably froq\day
to day.

Similarly, the hours of work may vary considerably. During

-he summer or during slow periods in the academic timetable,
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it is quite common for secretaries to leave work early. During
other periods of heavy work, a secretary may be asked to work
extra hours in order to complete work which must be accomplished
to meet a particular deadline.

The fe5ponsibi1ity given to the secretary will also vary
congiderably. Because the professors and administrators for
whom they work may not usually'keep regular hours, some secreétar-
ies may be in a position to make a considerable number of de-
cisions. |

A second factor contributing to differenceé in the working
conditions of secretaries in colleges has to do with the type
of individual who is employed in such positions.

As 1s indicated in Table III-24 the majority of the secre-

taries in our sample were women:

Table III-24

_ 77'Secretaries; __Sex .
Male . 43
Female 96
TOTAL ) ‘ 100%
(N) (166)
NA N 2

A majority of them were between the ages of 20 and 30 years

with 25% older than 41 years of age:
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Table III-25

Secretaries: Age

Less than 20‘years 2%
20 - 30 years 54
31 - 40 years 18
41 - 50 years 14
51 - 64 years 11
TOTAL 99%
(N) - (162)
NA L 6

As a group they are relatively well educated. Only 1%
of the group does not have a high school education while 63%

of the sample has had some college education:

Table I1I-26

Secretaries: Education

10 years 1%
12 years 36
13 - 16 years 46
17 or more . 17
TOTAL 1008
(N) (164)
NA 4

¢

Of those who were foreign born approximately one third came

to the United States prior to age 10:
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Table 1III-27

Secretaries: Place of Birth

Qnited States:

', East Coast 45%
South ' 11
Central 29
West : 4
Foreign, including
Puerto Rico 11
TOTAL 100%
(N) (165)
N | _ 3

Despite the relative youthfulness of the group a substantial
proportion of the group is married and a small fraction of the

group is divorced:

Table 1II-28

___Secretaries: Marital Status
Single . 32%
Married 56
Divorced 7
Other 5
TOTAL 100%
(N) (168)

NA ' =
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A majority report having no children although there are

some With as many as 4 children:

Table III-29

Secretaries: Numpber of Children
None 58%
One child 11
Two children . 13
Three children 11
Four or more children 7
TOTAL . | 100%
(N) : (139)
NA 29

The group is mainly white with a small number of blacks and

Puerto Ricans:

Table III-30 -~

Secretaries: Race or Ethnicity
Black 9%
White 87
Puerto Rican 3
Other 1
TOTAL 100%
(N) ' (162)

NA 6
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Less than half of the group reports that they speak a foreign
language and among those who do the most common language is

Spanish:

Table III-31

Secretaries: Languages Spoken
Other than English

Italian Tt 10%
Spanish 42
Others . 48
TOTAL : 100%
(N) (60)
NA . 108

A majority of the secretaries in the sample are Protestant

with only a small proportion of Jews:

Tapble III-32

Secretaries: Religion

Catholic 27%
Protestant ' 63
Jewish 3
Other L 7
TOTAL 100%
(N) ' (139)

‘ V NA 29
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As a group the secretaries have not had a long work his-
tory. Thirty-nine percent of the group reports having been

employed less than 12 months full time in the past two years:

Table III-33

Secretaries: Number of Months cf Full
Employment in Past 2 Years

Six months or less 20%
7 - 12 months 19
13 - 24 months 60
TOTAL 99%
™ © (160)
NA 8

This may be a reflection of the fact that college secretar-
ies are often recruited from the ranks of students who are either
going to school part time Or whe are working part time to stay
in school. Forty-ning percent of those who worked reports

having held more than one job in the past two years:

Table III-34

Secretaries: Number of Different
Jobs in Last 2 Years

1 job 51%
2 jobs 27
3 or more Jjcbs 23
O
« 1
ERi(:' TOTAL . 01%

(N (150)
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The relatively transient nature of the group is reflected
in the fact that 41% of the group has been employed at their

present job for less than one year:

Table III-35

Secretaries: Length of Time
on Present Job

Less than 12 months 41%
12 - 24 months ' 28
25 ~ 36 months 10
37 -~ 60 months 12
60 ~ 120 months 8
120 - 240 months | 2
240 - 348 months 3
TOTAL 104%
(N) (157)
NA | _ _ 11

The secretaries generally do not plan on remaining on the
job for an extended period of time. Seventy percent of the

group expects to be on the job for one year or less:
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Table III-36

Secretaries: Length of Time Respondents
Expect to Remain at Present Job

Only a short while 32%
Another year 38
Several years 20
Rest of work life , 10
TOTAL 100%
(N) - (157)
NA _ _ 11

Most of the secretaries in the group report that they work

a 7 or 8 hour day:

Table III-37

Secretaries: Number of Hours Worked
Per Day on Present Job

Less than 7 hours 9%
7 - 8 hours e 88
More than 8 hours _ 2
4 TOTAL 99%
(N) (160)
NA 8

Similarly most of them do not work on Saturday:
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Table III-38

Secretaries: Percent Normaily
Working on Saturday

Yes . 4%
° No . 96

TOTAL | 100%
) (N) | (162)
" NA 6

A majority of the group reports that the job leaves enough

time for the family:

" Table III-39

Secretaries: Do You Think Your Job
Leaves You Enough Time for Your
Family and Other Non-Work

Activities?
Yes 64%
No | 36
TOTAL _ .100%
(N) ‘ (157)
NA : 11

Most of the secretaries would not do the same work if they

had to live their life over again:




156

Table III-40

Secretaries: if You Had The Chance
‘to Start Your Working Life Over
Again, Would You Choose The
Same Kind of Work You
Are Doing Now?

Yes ' 46%
No 54

TOTAL 1003
(N) (158)

NA , 10

Tables III-41 to III-44 present data on the Dictionary of

Occupational Titles Classification of the jobs held by this

group:
Table III-41
Secretaries: Job's Relationship to
Data Manipulation

Skill Level Required Percentage of Jobs

(high to low)
0 SynthesizZing..eeeeeiseseesecroeceseannee 2%
1l Coordinating....ceeeeeeens Cereeean P
2AnalyZing-..-.¢¢..-...¢....----..-¢¢--...2
3 Compiling...,....... Ceeecae et e teceteanans 81
4 CompUtIng...ie.eeeeeenenaesneocasosonsvaasl
5 COPYLINg.ieeesneeannnn -

\)‘k GCOmparing--ooonoo ooooo ooonnon-un_onu-t-.nol

7-8 No Significant Relationship....ecee.u..l




Table III-42

Secretaries: Job's Relationship
to People
Skill Level Required Percentage of Jobs
0 Mentoring.......vveeeeenvannnn Cereeeeaen 1%
1 Negotiating,.......... S
2 INSErUCEING, i i vererceennnennsansoacsannns 2
3 Supervising..... .l...g... ..... ceeeseacas -
4 Diverting,......... Gttt teecseteenaanennna 1
5 Persuading. ... c.ieeecussneeens Ceeeeesaaen 1
6 Speaking-Signaling........cceeeececens ... 81
7 SeYVING vuiviereransns ceeadeeecen Ceeecaaun -
8 No Significant Relationship __________ v.. 13
TOTAL 1003
(N) ' o (146)

NA 22

157
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Table III-43

Secretaries: Job's Relationship
to Things

Level of Skiil Required Percentage of Jobs
(high to low)

0 Setting up...... e eassecens ce st ecanans --%
1 Precision worke...ceceeeneeee.s P 1
2 Operating controlling.......ceceeee ceen e 1
3 Driving-operating......cieeacerecanes cee™=
4 Manipulating............. T
5 Tendingeeecseeeeeeeeesces Ceeecrecaisese ==
6 Feeding-off hearing.....c.c.ceeeeveacen. -
7 Handlinge eeeeeeoesos e eeeoen ceecsancesa ==
8 No significant relationship............. 97
TOTAL 99%

(N) ‘ (146)

NA 22
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Table III-44

Secretaries: Job Characteristics

Job Characteristics Percentage of Jobs

16 Activities of a
routine; concrete
organized natur@..ecsecesa. 88% (146)

17 Repetitive or short
cycle operaticns
with set procedure.....ec.e. 10 {146)

18 Activities require
no judgement of
problem solving
NAatUre. .coiveesencannse ceeeae 8 (146)

19 Activities require
precise attainment
of set limits,
tolerance, standardS.......1l2 (146)

WA 22

To summarize, this group i1s not typical of secretaries,
They are relatively young, relatively well educated and with
plsns to move on to other employments in the near future. Be-
cause of the location of their jobs in a university the job

is somewhat less structured than a similar job in industry.

E. Nurses' Aides

The nurses' aides in this sample of woikerﬁ are employed
by two large metropolitan hospitals, both located in areas
servicing chettos. Since there are few differences between
the subjects and the hospitals in the two sub-samples, they

Q
EBJ(: have been combined.

IToxt Provided by ERI
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Nurses' aides (orderlies when they are men) are found in
eveiy unit of the hospital performing a variety of patient-
oriented duties. Most require little special skill; they are
in the nature of routine support activities ¥ .t.2 profession-
al staff (nurses and physicians etc.) which pruvide patients
with much of the daily non-medical care they require. Nurses'
aides, under the nurse in charge of the unit, znswer patient
bells, help patients to eat, wheel patients to other parts of the
hospital, give baths and bed pans, c¢lean patients and bedding
when necessary, take urine specimens,; etc. Many of these ac-
tivities are moderately to very unpleasant; most are menial.
Nurses' aides keep patient units clean, arrange and care for
flowers, maintain service areas such as pantries, bathrooms,
etc. Some of their other activities are more of a quasi-medical
nature: nurses' aides sometimes taks temperatures, pulse and
respiration, report food intake, and do pre-operative preps.

Workers in this site are unionized. They work a full
eight hours a day including oﬁ; fifteen minute coffee break;
they take a.half hour to an hoﬁr for lunch (time cver and above
their eight hour shift). Most are required to change shifts
and to work weekends, since patient’care must go on at all times.
There are a very large number of rules and regulations which
nurses' aides must learn and observe concrrning hospital pro-
cedures, working hours, particular tasks, uniforms, excused
and unexcused absences and so th. They ars ~siigned a par-
ticular station and tend to remiin there.

Training for this position is on~the—job; the program of

.study is classroom and supervised clinical practice and takes

k]
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about six weeks. Workers are then permanently placed, generally
on a patient ward where they are under the direct supervision
of not only the head nurse, but virtually all other medical
staff, including floor nurses, physicians, and other technical
personnel. They also have a general supervisor in the Nursing
Department to whom they report illnesses, absences, hours, etc.
There is neo promotional ladder without further training in
nursing.

Most nurses' aides are women. Aboutﬂéhree—quarter of all
aides in the United States are women as are 86 percent of our

sample:

Table III-45

Nurses' Aides: Sex i
Male 14%
Female _ e 86
TOTAL 100%
(N) (194)
NA i

Tt is also fairly typical for hospitals to want older, nore
mature workers, particularly if they spend a relatively long
time training them; The hospitals seek experienced workers,
but it is not a requirement. In this 5amplé, few (5 percent)
are under 20 years old; approximately half are between thirty

O 24 fifty:
IC
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Table IIT-46

Nurses' Aides: Age

Less than 20 years old 5%
21 - 30 years old 35
31 - 39 years old 25
40 - 50 years old 24
51 - 65 y=zars old 10
TOTAL 99%
(N) (154)
NA 41

Althou_it a high school diploma is not a requirement, it is

considered desirable. Half the sample are high school graduates

and an additional 13 percent have some gdditional training;

the remainder (38 percent) have less than a high school diploma:

Table III-47

Nurses' Aides:

Education

§ years or less 10%
29 - L2 years 77
13 or more 13
TOTAL 100%
(N) (183)
NA 12
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Almost three fifths of the s '_e ar~ married and an ad-
ditional guarter have been married and are now divorced or

separated:

Table III-48

Nurses' Aides: Marital Status
single 15%
Married - 59
Divorcea 8
Gither _ 15
TOTAL 1013
(N) (188)
NA ' ( 7

Only a fifth have not been married. As a group of the
Nurses' Aides tend to have large faiilies as Table III-49 indi-

cates: thirty-five percent have three or more children:

Table III-49

.. Nurses' Aides: Number of Children

Néne 17%

One child 25

Two children 23

Three children | 15
Q Four or more children 20

TOTAL 1003

- £7 "\
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Almost twe thirds of the nursas' aides are Protestant;

another quarter are CTatholic:

Table III-50

__Nurses' Aides: Religion
Catholic 573
Protestant 65
Jewish = 1
Other . 10
TOTAL 101%
(0 (176)
NA | Lo

The vast majority (84 perce..t) report that they are Black

and an additional 12 percent are Puerto Rican:

Table III-51

Nurses' Aides: Race or Ethnicity
Black 84%
White 3
Puerto Rican 12
Other _ i 1
TOTAL 100%
(N) | (184)

NA 11
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Considering that almost a third of the group arec forelgn
born and 80 percent of those who speal a foreign language, speak
Spani ' = it is likely that many of those who 2-e Rlack are from

Puerto n.wo Or other Latin Zmerican countries:

Table III-52

Nurses' Aides: Languages Spoken
Other than English

Spanish 80%
Other 20
TOTAL 100%
(N) (44)
NA _ ’ 151

Hovever, all speak English since they must speak, read,
and write the language fluently in orcer to be hired for this
job. A substantial proportion of the nurses' aides (43 percent)

are migrants from the south:
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Table III~53

Nurses' Aildes: Place of Rirth

United States:

East Coast - 24%
Soﬁth 43
Central 1
West 1
Forei,. including ‘
Puerto Rico 31
TOTAL 100%
{£Y (175)
NA . 20
Virtually all the rest were korn i- _.c east vhere this
employment site is located. As indicc . in Takle III-34, of

those who emigrated to the United States from elsewhere, they
are about evenly divided between those who arrived as children
or youths (42 percent before the age of 21) and those who

arrived as adults (47 percent between twenty-one and forty).




Table III-54

Nurses' 2Zides:-: Age of Arrival in
U.s. if foreign born including
Pvr2rto Rico

Less than 10 years lésg
10 - 21 <ears | 26
22 -~ 30 years 23
31 ~ 40 years 24
Over 40 vears . 9
TOTAL | 983
(N) (45)
NA 150

For most of these hurses' aides, their Work is anAd has
been a full time Occupation. Xearly fifty percent (47 percent)
have been on their present job for over five years; 20 rercent
have been in this work for from 10 to 20 Years and another
7 percent for oves 20 y=ars, Ninety-three percent have held

only this one job in the last 2 years:

Table III-55

Nurses' Aides: Number of Different
___Jobs in L:=st Two Years

1l job 93%
2 jobs 5

3 or more 2__
TOTAL 100%
(N) (171)

NA 24




As a group their tenure s not only long, but their work

history is also steadv. Less than 10 percent

, &@s 1s seen in
Table III-56, have been emcloved at this job for less than & vear:
Table ZII-56
Nurses' Aide: Length of Time
on Present Job
One year or less 9%
l - 2 vears 18
2 - 3 years - lb
3 - 5 years 16
5 - 10 years 20
10 - 20 vears 20
More than twenty vears 7
TOTAL ‘ 100%
(N) (184)
NA 11

Three quarters of the aides have been employed 22 to 24

izonths out of the last two years:

Table III-57

Nurses" Aides: Number of ‘Months of
. Employment in Last
2 Years
Six months or less 8%
7 - 12 months 11
12 - 24 months . 81
TOTAL 100%
(N) (150)

NA 45



169

They work a full 7 or 8 hour day:

Table III-58

Nurses' aides: Number of Hours Worked
Per Day on Present Job

Less than 7 hours ~-%
7 - 8 hours 96-
More than 8 hours 'k 4
TOTAL - 100%
(N) (183)
N2 | 12

Because of the shifts most periodically have to work on

Saturdays:

Table III-59

Nurses' Aides: Percent KNormally
Working on Saturday

Yes 80%
No _ 20
TOTAL | 100%
(N) . (179)
NA 16

In spite of'their full time employment and relatively long

hours and the need to work on weekends, three quarters of the

workers (who are largely women with families) report that they
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have cuough time for their family and -non-work activities:

Table III-60

Nurses' Aides: "Do You Think Your Job
Leaves You Enough Time for Your
Family and Other Non-Work

Activities?" _
Yes 74%
No ) 26
TOTAL 100%
(N) ' (185)
NA 10

However, 42 percent would not choose ‘this type of work
again, had they the chance to make another. career choice. Never-
theless the remaining three-fifths would remain as nurses' aides

presumably even if they had other options:

Table III-61

Nurses' Aides: "If You Had the Chance
to Start Your Working Life Again,
Would You Choose the Same Kind
of Work You Arxre Doing Now?"

Yes ' 58%

No ' 42

TOTAL 100%

: (N) (184)

NA 11
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For the most part, these workers consider their jobs to
be permanent. Half believe they will remain at this job for
at least several years and another third for the rest of their
lives. Only 5 percent expect to leave the job within a short

while:

Table III-62

Nurses' Aides: Length of Time
Respondents Expect to Remain
at Present Job

Only a short while 5%
Another year : 13
Several years 48
Rest of working life 34
TOTAL 100%
(N) (168)
NA 27

We have described the work done by the nurses' aides above
in a general way. Their tasks normally are varied, but tend
to be rather menial and take little in the way of skill. How-
ever, they work with people rather than objects and in doing
so often get a chance to meet and talk with a wide variety of
people while also contributing directly to their welfare.
Although their jobs>are at the bottom of the professional-semi-
professional hospital hierarchy and hence there are numerous
pefsons directing their activities, the nurses' aides are not

always continuously supervised. That devends upon the particu-

- lar task they are doing and what division of the hospital they
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are in.

According to the Dictionary of Cccupational Title, classifi-

cations, nurses' aide Jjobs require no significant skills in terms
of manipulating either data or things. The manual tasks that

are done are unskilled. In relation to people, the skills re-
quired are "serving" skills, the lowest of those on this continuum.
The DOT also suggests that workers may have to perform under
stress and occasionally to make evaluations concerning wihether
professional help should be called or not. The occasional use

of personal judgment, however, is more in the nature of Geciding
if there is a problem than of dealing w1th the problem itself.
Most activities are carried out by very standardized.procedures,
but not procedures with rigorous standards of performance quality
to be lived up to. Although the activities oOften change from

hour~to-hour and day~to-day, they remain within a limited range.

Table III-63

Nurses' Aide: Job Characteristics (DOT)

Skill Level Required

In relation to _
people..iieeieee ann #7 " "Serving" (lowest level skill)

In relation to _
data..ecececeneens #8 "no significant relationship)

In relation to )
things #8 "no significant relationship)

oooooooooooo

Job Characteristics

No "bureaucratic" traits present
Other traits specified:

(Situations requiring dealing with people in
performing actual tasks)

(Situations =equiring performing under stress
or risk taking conditions)

(Situations requiring evaluation of 1nformatlon
agailnst sensory Or judgmental criteria)
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F. Nursing Students

Tre nursing students in this site are in their last two
years of a collegiate nursing program (Table III-64). The pro-
gram is one of the best-known and highly regarded training pro-
grams in the country. While most nursing programs are either
three-year diploma cr fr;r—year baccalaureat programs, this
particular program is one of the new five-year collegiate pro-

grams.

Table 1II-64

_Nursing Students: Education

In addition to at least 2
years liberal arts college,

Completed 2 of 3 vears
Nursing Training 52%

Completed 3 of 3 years

Nursing Training 48
TOTAL 100%
(N) (170)
NA | 3

The nursing school is part of a major urban teaching hos-
pital, which in turn is affiliated with a major American univer-
sity. The students are selected from among applicants who
héve completed at least two years of a liberal arts education
and they receive their professional training from hospital and
university personnel for three additional years. At this time

they receive a Bachelor of Science degree from the university.
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Students in the program live in the Nursing Residence Hall
located adjacent to the hospital complex. In their firét year
of training, the students recsive many hours of classroom work
in basic and applied science and in practical nursing skills.
Théy also do some actual patient care. As the three years
progress, students decrease the nuumber of classroom hou;s and
increase the number of patient care hours. Their tuition is
reduced accordingly since they are providing skilled manpower
for the operation of the hospital.

Student nurses work in virtually every division of the
hospital; they rotate their tours of duty every few months so
that they spend some time in each of the specialized hoépital
services. The students work either regular or modified shift
hours depending upon the amount of classrocm hours they are
putting in. While on duty, they must live up to all the rules
and regulations of normal hospital personnel and undergo typical
supervision; only their tasks are modified based on the amount
of skill they have acquired in training.

Thus, while in training, these nursing students' lives
are much like those of any full-time hospital nurse, except
they spend additional work hours engaged in study and the
particular typs of nursing they are doing changes several times
in the course of the year. Students, like professional nurses,
work a full year with a normal annual vacation, work night as
well as day shifts, weekends and holidays, and occasionally do
extra-duty hours with patients needing private care.

Upon graduation, these students enter a wide variety of

careers. Many enter specialized forms of nursing such as
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pediatric, psychiatric, etc. nursing. Others continue their
education in preparation to teach nursing or do administrative
work. Like many nurses, others may marry and take less than
full-time positions.

As is gquite typical for the nursing profession as a whole,
96 percent of these students are female. There are a small

number of men enrolled in the program &s well:

Table III-65

Nursing Students: Sex
Male 4%
Female 96
TOTAL ) 100%
(N) (173)
NA ' | ~

Since they are required to have two years of college be-
fore entering training, most of the students are over the age

of twenty, but under thirty, (91 percent):

Table III-66

Nursing Students: Age _
Less than 20 yéérs old 22
20 - 29 years old 90
30 - 40 years old ‘ .77_"_____9“
TOTAL 1012
(N) (171)

N A 2



The majority (88 percent)
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are single, but there are some

married and divorced students. Eight percent of the sample
have children. {Tables I1I1I-67 and 11I1I-68):
Table II1I1I-67
Nursing Students: Marital Status ;
Single 883
Married . 11
Pivorced 1
Cther -
TOTAL l100%
(N) (173)
NA i} 0
Table I11I1I-68

Nursing Students: Number cf Children
None 91%
One child 5
T™wo children 1
Three children 1
Four or more children 1
TOTAL 99%
(N) (79)
NA 94
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The majority of the students are drawn from the east coast
(71 percent) where the schceol is located. However students
also come from other parts of the country and from othier countries,

including a few from Puerto Rico:

Table III-69

Nursing Students: Place of Birth

United States:

East coast 71%

South 4

Central . 11

West 4
Foreign, inclu@?gg

Puerto Rico 10
TOTAL 100%
(N) (167)
NA S 6

about 21 percen. of these "foreign" students have arrived
in the United States at or after the age of twenty (Table
III-70) ;we can assume that a number are students who have come

specifically for the purposes of this outstanding training:
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Table III-70 .

Nursing Students: Age on Arrival in U.Ss. if
_Foreign Born (including Puerte Rico)

g Less than 10 years 53%
10 - 21 years 31
22 - 27 years _ 16
TOTAL 100%
(N) (19)
NA ) ] 154

Over a third of the students who speak a foreign language
speak Sparish (Table III-71); (Table III-72); however, only

one percent report themselves to be Puerto Ricans.

Table III-71

Nursing Students: Languages Spoken
Other Than English

Italian 6%
Spanish 37
Other 57
TOTAL 100%
(N) (86)
NA 87

Therefore, we can assume that for most of the students
Spanish and other second languages (primarily French) are not
native languages but acquired academically.

.- The majority of the sample is white, and Protestant:
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__Nursing Students:  Pace or Efhnicity
Black 2%
White 95
Puerto Rican 1
Other - 1
TOTAL 99%
(N} (170)
NA 3

Table III-73

Nursing Students: - Religion o _
Catholic 38%
Protestant 48
Jew 6
Other e 2
TOTAL 1019
(N) (146)
NA 27

These students will graduate as registered nurses. Most
of their activities are related to dealing with people, some=
times in relatively complex ways; however, according to the

Dictionary of Occurztional Titles, the job of nurse is given

an average rating of "7" for tlie level of skill necessary in

dealing with people hierarchy--"serving." The basic require-

3
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ments arc a facility for relating to pecprle and being 1nterested
in their welfare. Manipulation of data is also a requirement,
nursing rated as regquiring a higher skill level in this dimen-
sion, "3" or "“compiling" skills. The job of nurse Is rated as
héving no significant relationship to things in the DOT class-
ification.

Therefore, we may say that the job these students are
doing in the hospital is one of a moderate level of skill,
primarily requiring skills in dealing with people in a serving
relationship. Most nursing jobs are located in hospitals
(more than two-thirds of the nurses work in hospitals, nursing
homes and other institutions). So located, nurses are géﬁerally
required to work full eight hour shifts that are demanding
in terms of reqguiring constant activity and attention to detail
(Table III-74 also indicates that the attention to detail and
precise standards is a characteristic of this job). There are
usually numerous rules and regulations relating to attendance,

hospital procedure, and job performance that must bc adhered to;

Table III-74

Nursing Students: Job Characteristics (DOT)

Skill Level Required

from 9 - 13 1In relation to data.....#3 "Comipiling"

14 In relation to pecople...#7 "Serving"

15 1In relation to things...#8 "No signifi-
cant relation-
ship"

Job Characteristics
1o -- -
17 --
o 18 --
ERi(i 19  Activities require precise attainment of set

present limits, tolecrance, standards.
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these procedures relates not only to central patient care tasks
but also to the collateral activities engaged in by a nurse
(such as record-keeping).

Most of the nurses who graduate from this collegiate
prbgram will be able to obtain jobs in specialized types of
nursing if they choose to, rather than general floor nursing,
which constitutes the largest number of nursing jobs available.
They will also be ale to move into supervisory positions with
a minimal of post-training experience. This sample of nursing
students is a highly selected group and is being trainéd in
one of the finest medical facilities in the country. However,
whatever its other characteristics, most of the jobs a nurse
does have the same characteristics noted above--serving people,
compiling records and other forms of data, and close attention
to detail and precise specifications.

As we have already stated, the nurses in this sample are
either finished with their three vears of training or one ycar
short of graduation. Although they are not yet registered,
they have worked in a hospital three years. Only 13 percent
of the students said that they would not choose this profession

again if they had the opportunity to make another decision.

Table III-75

. Nursing Students: "If You had a Chance to Start
You!- Working Life Again, Wouid You Choose the
Same Kind of Work You Are Doing Now?"

Yes 87%
No ) 13
TOTAL 100%
O
ERIC (M) - (159)

NA 14
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G. OQffice Temporary Workers

The office temporary sample was ob’ three urban
office temporary firms. Two of the t aLe located
in the east, - The third is located in the midwest.

Office temporary workers are an unusual group in terms
of the kinds of work they do and the ways in which their jobs
are structured. 1In general the majority of office temporary
workers are hired for clerical and secretaxial positidns. In
most organizations jobs of this type are relatively sfructured.
Yet the office temporary worker works at those jobs in a
fairly irregular manner. The worker may work at a particular
firm for only a short period of time. He or she may work less
than full time and may work on an irregular schedule. Con-
sequently the jcb is typically a relati&ely structured job
which the worker may work at in an irregular unstructured fashion.

While the majority of the workers in our sample of office
temporaries are clerical and sécretarial workers, there are
also a small number of somewhat more highly skilled workers
included. A number of accountants, computer personnel and
other more highly skilled individuals are placed by the firums.

In genérai office temporary firms rely hecavily on lists
of ihdividuals. Workers are usually assigned by telephone.
When the firm has a call for an individual with particular
skills the office will telephone the potential worker and
request that the worker report to the job. The worker has a
choice of whether to accept the job or not. The individual

" worker will then report to the job directly. A particular
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job may last for a day or it ﬁay last up to several months.
The worker is paid through the office temporary firm by mail,
not directly by the employing firm. Similarly, although the
employing firm will make a report on the employée to the office
temporary service, the primary allegiance of thc¢ workers is
with the office temporary firm that pays him and assigns him
to jobs.

As indicated in Table III-76 the majority of the workers
in the office temporary sample are women although thefe are a

nunber of men:

Table III-76

Office Temporaries: Sex

Male : 19%
Female 81
TOTAL ' _ 100%
(N) ' (347)
NA | 1

Over half of the group is between 20 and 40 years of age:
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Table III-77

Office Temporaries: Age
Less than 20 years o©'4d 7%
20 - 29 years ol . ’ | 41
30 - 39 years olu 15
40 - 50 years old ) 22
51 - 64 years old . 11
65 or over 2
TOTAL 98%
(N) (336}
NA 3 12

Table III-78 presents data relatiﬁé to the educational
level in the group. They are guite well educated, less than
10% having iess than a high school education and almost half
having some college:

Table III-78

Office Temporaries: Education
8 years or less 1%
9.— 11 years | 8
12 years 44
13 - 16 years 42
17 + 6
TOTAL : 101%
(N) ‘ (345)

NA 3
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Reflecting the fact that one of the firms from which data
were collected is in the midwest, the place of birth of the
workers shows a large proportion of individuals born in the

central states:

Tab! TII-7g9

Office Temporaries: Place of Birth

United States:

East coast 42%

South 18

Central 30

West 1
Foreign, includigg

Puerto Rico 9
TOTAL 100%
(N) (345)
NA 3

Only a small proportion of the sample was born outside

of the United States and the majority of these workers arrived

in the US prior to age 20:
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Office Tempo;aries:> Age of Arrival in U.S. if
Foreign Born (including Puerto Rico)

Less than 1 vears 37%
11 - 21 years 30
22 - 30 years . 17
31 - 40 years 13
Over 40 vyears | 3
TOTAL 1003
(N) T (30)
NA , 318

Oover half of the workers either are or have been married:

Table III-81

Office Temporaries: Marital Status
Single 38%
Married | 53
Divorced 6
Other 2
TOTAL | 99%
(N) (341)
NA 7

Similarly 65% of the workers have at least one child:
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Table III-82

Office Temporaries: Number of Children
None 35%
One child 23
Two children 18
Three children 13
Four or more children 11
TOTAL 100%
(N) (276)
NA 72

Table III-83 presents data relating to the race of the
respondents. The majority of the workers are white although

there are a significant number of blacks:

Table III-83

Office Temporaries: Race or Ethnicity
Black ' 19%
White 78
Puerto Rican : : 2
Other = . 1
TOTAL ' 100%
. (N) (338)

NA 10
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Table III-84 presents data relating to the religious

affiliation of the workers. The largest proportion of workers

are Catholic with smaller numbers of Protestants and Jews:

Table 1II-84

_ Office Temporaries: Religion

Catholic 44%
Protestant ' 35

Jew o 11

Other 10

TOTAL 100%
(N) (297)
NA 51

Table III-85 presents data on the employment history of
the workers. Although they are temporary workers a substantial
number of them have been employed almost full time in the past

two years:

Table III-85

Office Temporaries: Number of Months of Full
Employment in Last 2 Years

Six months or less 40%
7 - 12 months 22
13 - 18 months | 14
19 - 24 months ' 21
TOTAL : 97%
(N) (301)

NA : 47
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Similarly Table III-86 indicates that about one quarter of
the respondents have had only their current job in the past
two years and another quarter have been employed on only one

other job in this period:

Table III-86

Office Temporaries: N.mber of Different Jobs
In Last Two Years

1 job _ 28%
2 jobs 26
3 or more jobs 46
TOTAL 100%
(N) o (303)
NA 45

Most of the workers have a relatively short affiliation

with the office temporary firm employing them:

Table III-87

Office Temporaries: Lengtn of Time
on Present Job

1 month or less 26%

2 - 6 months | 40
. 7 - 12 months | 13
12 - 36 months 12
36 - 48 months 2
49 - 60 months ' 2
61 + 1
e W ks

NA . ' 43
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The majority work the standard 7 or 8 hour day:

Tablc I11 88

Office Temporaries: Number of Hours Worked
Per Day on Present Job

Less than 7 hours 13%
7 - 8 hours 83
More than 8 hours | 3
TOTAL ’ ‘ 99%
(N) (308)
NA 40

Most do not work on Saturdays and a majority of the workers
thxxix that their work leaves them enough time for their families

and other activities:

Table I1I-89

Office Temporaries: Percent Normally
Woxking on Saturday

Yes ‘ 92
No | 91
. TOTAL 100%
() | (322)

NA 26
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Office Temporaries: "Do you Think Your Job
Leaves You Encugh Time for Your Family

Yes 77%
No - | g 23
TOTAL 100%
(N) (313)
NA 35

Most of the workers do not intend to remain at the present
job for a long period of time and a majority would not be

doing the same thing if they had life to live over again.

Table III-O1

Office Temporaries: Length of Time Respondents
Expect to Remain at Present Job

Only‘a short while 54%

Anoﬁher year 23
Several years 15
Rest of work life 8
TOTAL 100%
. (N) . (286)

NA 62
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Table III-92

Office Temporaries: "If You had the Chance to
Start Your Working Life Over Again,
Would You Choose the Same Kind
cf Work You Are Doing Now?"

Yes 45%
No " 55
TOTAL 100%
) (N) (321)
NA _ 27

The workers in the sample are employed at a variety of
jobs. Tables 1II-93 to III-96 present the DOT data related to
the jobs at which they are working.

To summarize the demographic data on the group of office
temporary workers; they are largely female, well educated,
relatively young workers for whom the office teriporary job is

a short term intermediate employment.

Table III-93

Office Temporaries: Job's Relationship to
Data Manipulation (DOT)

0 Synthesizing _ 3%
1 Coordinating 8
. 2 Analyzing " 4
3 Compiling 56
4 Computing - 8
5 Copying _ ) 15
6 Comparing -
7 - 8 NO'sngificant relationship _ 8
TOTAL 102%
(N) - (278)

NA 70
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Table III-94

Office Temporaries: Job's Reclationship
to Pcople (DOT)

0 Mentoring 1%
-1 Negotiating —
2 Instructing 3

'3 Supervising —

4 Diverting 1
5 Persuading . 4
6 Speaking-signaling . 28
7 Serving - 6
8 No significant relationship 56
- TOTAL 992
(N) (278)
NA 70

Table III-95

Office Temporaries: Job's Relationship
to Things (DOT)

G Setting up --%
1 Precision work 2
2 Operating-controlling 5

3 Driving-operating -

4 Manipulating -—

5 Tending -
6 Feeding-offbearing -
7 Handling 1
8 No significant relationship : - 91
TOTAL 99%
(N) - | (278)

NA . 70
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Table III-96

Office Temporaries: Job Characteristics (DOT)

Activities of a routine concrete

organized nature 80%
Repetitive or short cycle

operations with set procedures 46
Activities require no judgment

of problem solving nature 53
Activities require precise

attainment of set limits,

tolerances, standards 57
(N) (278)
NA 70

H. Taxi Drivers

The taxi drivers in this site are employed by two garages
in New York City. Since both garages are union shops, none of
these drivers owns his own cab. Wages are paid to the drivers
on the basis of a percentage of the amount shown on the meter.
In addition tips are collected independently of the metered
fare.

The taxi drivers in the sample, are overwhelmingly male,

as is the case in occupation generally:

Table III-97

Taxi Drivers: Sex
Male 97%
Female 3
o TOTAL ‘ 100%
ERIC (N) - (317)

NA | 15
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Most of the drivers in the sample work a regular shift and

are employed on a full-time basis rather than a part-time basis.

The garages in which the 'sample was obtained employ only full

time union drivers. Over half of the drivers in the sample

are over 30 years of age with over one guarter over 50 years

of age: -

Table III-98

Taxi Drivers:

Age

Less than 20 years old
21 - 30 years old
31 - 39 years old
40 - 50 years old
51 - 64 years old

65 or over

38
11
14

26

TOTAL
(N) :

NA

100%
(314)

18

As a group the drivers are quite well educated. Over 40%

of the drivers report ha&ing attended some college:
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Table III-99

Taxi Drivers: Education
8 years or less 14%
9 - 11 years 17
12 years - 25
13 - 16 years ' 37
17 and up 71
TOTAL 100%
(N) (314
NA 18

Most of the drivers were born on the east coast although
almost 20% of the group was born outside the continental United
States:

Table III-100

Taxi Drivers: Place of Birth

United States:

East coast , 69%

South . 5

Central N 4

West 2
Foreign, including

Puerto Rico 19
TOTAL 99%
(N) ' (302)

NA 30
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Of those drivers who were born outside the United States a

majority came to the US before they were 10 years of age:

Table III-101

Taxi Drivers: Age of Arrival in U.S. if
Foreign Born (including Puerto Rico)

Less than 10 years 51%
10 - 21 years 21
22 - 30 years ‘ 18
30 - 55 years 10
TOTAL 100%
(N) | (57)
NA ‘ 275

Given the substantial number of younger drivers it is not
surprising that 38% of the drivers in the sample report that

they are single:

Table III-102

Taxi Drivers: Marital Status

Single 38%
Married 52
Divorced - 10
Other _ ) —
TOTAL 100%
() | - (318)

NA 14
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The drivers in this samﬁlc are predominantly white (84%).
A substantial proportion of the group was Jewish 44% and only
142 catholic (Table III-103). Many of the taxi drivers speak

Italian:

Table III-105

Taxi Drivers: Religion

Catholic 14%

Protestant ’ 33

Jewish 44

Other 9
t TOTAL 100%

(N) | (266)

NA - 66

Table III-104

Taxi Drivers: Languages Spoken
Other Than English

Italian - 36%
Spanish 20
Otherx 45
TOTAL 101%
(N) | (169)

NA 163
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The taxi industry as a whole has a substantial turnover in
drivers. Our sample reflects this relatively high turnover
with 22% of the workers having been employed for less than six

months in the past two years:

Table III-105

Taxi Drivers: Number of Months of Full
Employment in Last 2 Years

Six months or less 22%
7 - 12 months 15
13 - 24 mmonths 62
TOTAL 99%
(N) | (296)
NA 36

Similarly 46% of the sample reports having held two or

more jobs in the past two years:

Table III-106

Taxi Drivers: Number of Different
Jobs in Last 2 Years

1 job 56%
2 jobs A 23
3 Oor more 20
TOTAL 99%
(N) (301)
NA 31

Almost one thlrd of the sample reports having been employed

[Rx(;n the present job for less than one Yyear:

Aruitoxt provided by Eic:
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Table III-107

Taxi Drivers: Length of Time
on Present Job

Less than 1 year 31%
1l - 2 years 14
2 - 3 years | ’ 6
3 - 5 years 8
5 - 10 years 9
10 - 20 years 14
More than 20 years | 20
TOTAL ' 102%
(N) (308)
NA 24

The relative instability of the group in terms of employ-
ment may at least in part be explained gy their relative dissatis-
faction with the job.. Over 70% of the sample reported that
they would have pursued some other occupation if they had a

chance to start life over again:

Table III-108

Taxi Drivers: "If You had the Chance to Start
Your Life Again, Would you Choose the Same
Kind of Work You are Doing Now?"

Yes 29%
No , 71
TOTAL 100%
(N) ‘ (295)

NA 37
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The job of téxi driver in a city 1s not typical of ~ w
level jobs. On the one hand there is a great deal of autonomy
from direct obvious supervision. When the driver is away from
the garage there is no supervisor to give instructions or to
monitor work. On the other hand there is considerable pressure
on the driver to earn fares. A driver with consistent low
meter readings at the end of a shift will be put under some
pressure to produce.

The skills required on the job are relatively low level.
The driving of a taxi is a relatively structured task with
little latitude permitted the operator in the mechanics of the
task. On the other hand the operator has considerable latitude
in deciding about the particular ways in which he will go about
his job. He can choose to cruise in a particular location.
He can choose to take a particular route to a location.

The official relaticnship with the customer is quite
structured and routine, but on the other hand there is consider-
able latitude 1in the extent to which the driver can interact
with the customexr. The art of choosing a particular approach
to a passenger in order to get the largest possible tip is
reputed to be one of the characteristics of New York cab drivers.
(Table I1I-109 presents the skill and job characteristic of

the job of taxi drivers given by the DOT.)
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Table III-109

Taxi Drivers: Job Characteristics (DOT)

Skill Level Reguired
Tn relation t©o

data.....-fetc.) #4 "Computing"

In relation to
people...ceceenan... .6 "Speaking-signaling”

In relation to
thingS..cceceeeeesit3 "Driving-operating"

Job Characteristics

Situations making preference for routine
concrete oOr organized activities.

Situations involving preference for repetitive
or short cycle operation with set routine.

The partiéular group sample of drivers in the sample is to
a degree divided into two groups. On the one hand there are a
substantial proportion of young relatively well educated drivers
who have not been working very long at the job. For many of
these drivers thé job would seem to be an interim one, easily
available without special training. & second group oﬁ the
drivers could be described as Older and less well eduéé&ed.
They have been working as taxi dri&ers for a relatively long
period of time and will, most likely remain at the job for the

rest of their working lives.

I. Industrial Workers

1. Textile Printing Workers

The plant from which this group of workers was drawn does

the chemical processes involved in the manufacture of printed
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plasticized fabric. The firm purchases plain plastic-coated
fabric and puts it through a relatively complex series bf
chemical processes which prints designs in multiple colors on
the fabric. It then sells this product to manufacturers of
consumer items such as table clothes. The workers in this site,
are semi-skilled operatives who feed, watch, and adjust the
machinery that passes the fabric through chemical sprays (often
several times), dries, and rewinds the bolts for storage and
shipment. The workers must keep a close eye on the fabric
which runs at a rapid rate through the machinery. They must
adjust the dye flow and the mechanisms that determine where
the fabric is exposed to the chemicals, and they must regulate
the rate at which the fabric is processed. The quality of the
output 1is largeiy dependent upon the care with which these
workers watch and adjust the flow. Entire bolts of fabric may
be substandard gquality if the flow of dye is ifregular or the
multiple runs through the dyes do not coincide to create the
desired color pattern.

The plant itself is one large room--hot, having unpleasant
chemical odors, and noisy from the machinery which runs at
high speeds. One or two workers operate each of the several
large dyeing machines in the plant. Each bolt of fabric may
pass through several of these machines if there is more than
one color to be printed on it. Once the fabric is dyed and
dried, it is rewound in bolts and stored for future shipping.
For the operators in this plant, there is virtually no
upward mobility; the job for most workers is a dead-end. Although
management tried to build in a job sequence, the experiment

was not successful. There are only a few jobs above that of
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se i-skilled operator (those who set up the basic dye process)
anc¢ few operators move into that skilled position.
Most of the operators are male, indeed none of the pro-

G .lction workers are women:

Table III-110

Textile Printing Workers: Sex
Male 98%
Female I ] 2
TOTAL 100%
(N) (47)
NA -

Three-fifths of the workers are under thirty and three-

fifths are married or divorced:

Table III-111

Textile Printing Workers: Marital Status
Single - 39%
Married 57
Divorced 4
Other -=
TOTAL 100%
(N) (47)

NA —
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Table III-112 .

Textile Printing Workers: Lge
Less than 20 years ' 17%
20 - 30 years old 41
31 - 40 years old 21
41 - 50 years old 9
51 or over _ 9
TOTAL 97%
(N) - (47)
NA ==

These workers are rn.: highly educated, half having less

than a high school diploma:

Table III-113

Textile Printing Workers: Education
8Ayears or less 20%
9 - 11 years 31
12 years 41
13 - 16 years 9
TOTAL 101%
(N) (46)

NA 1
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The vast majority are black or Puerto Rican, being about

evenly cdevicded ketween these two groups:

Table III-114

Textile Printing Workers Race
or Ethnicity
Black 48%
White 7
Puerto Rican ’ 43
Other e 1
TOTAL 1009
(N) ' (44)
NA _ ' _ 3

These workers have had fairly stable employment in the
last two years. Three~fifths of them have been employed full-
time for between one and two years, ana an adaitional gquarter
between 7 and 12 months. Plant managers say that the work is

stable and turnover reasonably low.

2. Electronic Assembly Workers

This factory, located on the west coast, makes precision
electronic devices for both commercial and military use. The
largest number of workers in the factory are semi~skilled bench
assemblers who put the electronic devices together after the
metal gas been prepared, cut and shaped to the proper dimensions

and various small parts prepared for assembly. All workers

must adhere to precise specifications, written either as blue-
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prints or drawings.

Aluminuum andé stainliess steel zre fabricated by sheet metsal
mechanics to close tolerances. These workers nust operate a
variety of standard machinery including shears, punch presses,
etc. Machinists, who must complete a formal apprenticeship
program, set up and operate the machine tools used to cup and
shape the metal to the precise dimensions and tolerance necessary
for whatever particular device is currently being manufactured.
Machinists must follow blueprints and other written specifica-
tions very closely. Other workers, such as spot welders and
transformer winders, perform specific pre—-assembly tasks. The
spot welders perform precision electrical welding operations
on the sheet metal assemblies and the transformer winders use
power operated machines to wind the precise number of copper
wire coils that are central parts of the devices being manufac-
tured. These workers also insulate the wire and prepare those
wires that will be hooked up to other parts of the device by
the assemblers. Again, each worker must perform the operations
according to detailed specifications.

The bench assemblers put together the various parts of the
electronic components. Using soldering irons and small hand
tools and working from drawings or blueprints, the assemblers
do a numher of different operations in assembling each component.
The work at each stage of operations is inspected by special
personnel who are responsible for checking the work done against
these specifications.

Almost two-thirds of our sample of workers from this plant

are women:
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Table III-115

Electronic Workers:

208

Sex

Male 37%
Female 63
TOTAL 100%
(N) (30)
NA _

They tend to be young--forty percent of the group are bet-

ween thirty and forty years old and approximately forty percent

under thirty:

Table III-116

Electronic Workers:

Age

22 - 25 years old 20%
26 - 30 years old 19
31 - 40 years oid 40
41 - 56 years old 19
TOTAL 98%
(N) (30)
NA ~=

The large majority of them (76%) have completed their

high school education and a few have more than high school:



209

Teble III-117

Electronic Workers: Education

Most

10 - 11 years 23%
12 years 63
13 - 15 years 13
TOTAL 99%
(N) (30)
NA -

are married or Adivorced and have two or three children:

Electronic Workers:

Table III-118

Marital S

Single 3%
Married 83
Divorced 10
Other 3
TOTAL 99%
(N) (30)

NA
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Table III-119

Electronic Workers: Number of Children
None -3
One child 14
Two children 41
Three children 34

 Four or more children ' 10
TOTAL 99%

(N) - (29)

NA 1

They are American born, white and overwhelmingly Protestant:

Table III-120

Electronic Workers: Place of Birth

United States:

.Bast Coast 14%

South ‘ : 28

Central 14

West 45
Foreign, ipcluding

Puerto Rico -
TOTAL 101%
(N) (29)

NA 1
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Electronic Workers: Race
or Ethnicity
Black --3
White 100
Puerto Rican -
Other -=
TOTAL 100%
(N) ‘ (29)
NA 1
Table III-122
Electronic Workers: Reliéion
Catholic 43
Protestant 88
Jew 4
Other 4
TOTAL 100%
(N) (24)
NA 6

These workers have a very stable record of employment.

Almost half have been employed by this firm for more than two

years (and a quarter

from 5 to lb‘years); the other half

are relatively new workers, employed less than a year:
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Table III-123

Electronic Workers: Length of Time
on Present Job

Less than one year 47%
/l - 2 years .6
2 - 3 years 17
3 - 5 years 6
5 - 10 years 23
TOTAL . . 99%
(n) (30)
NA -=

Less than 10 percent have held more than one or two jobs

during the last two years: N

Table III-124

Electronic Workers: Number of Different
Jobs in Last Two Years

1 job 72%
2 jobs ‘ 17
3_or more 7 9
TOTAL 988
(N) ' (29)

NA 1
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They work a full eight hour day, but do not have to work

on Saturdays:

Table III-125

Electronic Workers: Number of Hours
Worked per Day on Present Job

7 hours - 3%
8 hours 93
Mo;e than 8 hours 3
TOTAL | 99%
(N) (30)
NA —-—

Table III-126

Electronic Workers: Percent Normally
Working on Saturday

Yes . ' 7%
No 93
TOTAL 100%
(N) (27)
NA 3

' The majority (63%) believe that this job leaves them

enough time for their families and other non-work activities:
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Tablée III-127

Electronic Workers: ' "Do You Think Your
Job Leaves You Enough Time for Your
Family and Other Non-Work

Activities?"
Yos . 63%
No 37
TOTAL - 100%
(N) (30,

NA . -

And the majority (69%) also expect to remain at this job

for at least several years:

Table III-128

Electronic Workers: Length of Time Respondents
Expect to Remain at Present Job

Only a short time . , 17%
Another vear . 14
Several yvears 66
Rest of work life 3
TOTAL 100%
(N) (27)
NA ’ 3

However, over half (57%) would not want to take this type

of workﬁagain had they the opportunity to do otherwise:
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Table III-129

Electronic Workers: "If You had the Chance
to Start Your Working Life Again, Would
You Choose the Same Kind of Work
You are Doing Now?"

Yes 43%
No 57
TOTAL | 1003
(N) (28)
NA | 2

According to the Dictionary of Occupational Titles class-

ification of their jobs, (Tables III-130, 131, and 132), the
majority of these workers have little to do with data manipula-
tion or people; this is quite clear from the description of the

factory offered above.




Table III-130

Electronic Workers:

Job's Relationship

to Data Manipulation (DOT)

Skill level required
(high to low)

Percentage of Jobs

0 Synthesizing

1 Coordinating 8
2 Analyzing 4
3 Compiling 24
4 Computing -
5 Copying --
6 Comparing --
7 - 8 No significant

relationship 64
TOTAL 100%
(N) (25)
NA 5

216
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Table III-131

+Electronic Workers: Job's Relationship
to People (DOT)

Skill level required Percentage of Jobs
(high to 1low)

0 Mentoring : --
1 Negotiating -
2 Instructing -
3 Supervising -
4 Diverting -
5 Persuading -
6 Speaking-signaling 4
7 Serving -

8 No significant

relationship _ 96
TOTAL 100%
(N) (25)

NA | 7 5
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Table III-132

Electronic Workers: Job's Relationship
to Things (DOT)

Level of skill. required Percentage of Jobs
(high to low)

0 Setting up --

Precision work 36

N

Operating-controlling --

3 Driving-operating -

4 Manipulating 40
5 Tending 4
6 Feeding-offbeating 8
7 Handling ._.' 8
8 No significant

relationship 4
TOTAL 100%
(N) (25)
NA | . 5

The job of a third of the workers may be classified as
required skilled precision work with "things" and the rest
semi~skilled manipulation, tending, feeding, and héndling
operations. The Jjobs done by these workers tend to be concrete
and highly organized, repetitive, and require close attention
to:limits, tolerances, and specifications (Table III-133);
however, the jobs also tend to require some independent judgment

and problem solving activity.
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Table III-133

Electronic Workers: Job
Characteristics (DOT)

Job Characteristic Percentage of Jobs

Activities of
concrete organizad
NatUre.ceeeessveconcsose ceessnes.84%

Repetitive or short
cycle operations with
set procedure.....c.... eeasss e . 80

Activities require .no
judgment of problem
solving nature........ ceccevesen 32

Activities require
precise attainment
of set limits, tolerances,

standardS.. ceeeees feeesseenns e :88
(N) (25)
NA 5

3. Garment Workers

One of our major industrial sites is a large garment
manufacturing factory located in New York City. The firm which
cooperated with us in administering our instruments is a large,
'family controlled (but publicly held) company producing a very
well known brand of men's ready-to-wear suits. The coﬁpany
for many years -has produced primarily high quality suits, but
it also has subsidiaries that produce other specialty items
and do custom tailoring. The total work force of the firm,
including clerical help, is between 1,500 and 1,800 workers.

The blue collar employees are unionized and are paid either by
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the piece oxr the ﬁour, depending upon their particular taék.
Wages are said to be average for the industry, but the work is
unusually steady; unlike much of the apparel industry, lay-
offs are rare. The workers receive two weeks of paid vacation
a year when the factory closes down for a week in both mid-
winter and mid-summer.

The largest number of workers employed by the firm are
located in a large factory building where the suits are made.
The ground floor contains a large cafeteria for the workers;

a large cutting room where bolts of fabric are laid out and
cut; receiving, shipping and storage areas; and a medium sized
room where "sponging" is done (the shrinking of fabric using
steam prior to cutting and sewing it).

The sponging department is noisy and extremely hot since
the fabric is first steamed and then dried with hot air: It
is also very noisy when the machinery is running. The cutting
room is clearly the most pleasant part of the factory in which
to work from the standpoint of working conditions. The room
is filled with long tables on which the bolts of fabric are
spread and cut. The light is goocd since the work done must be
extremely accurate. The machinery is not extremely noisy, since
there aré only small electric Land cutting tools similar in-
appearance to a circular wood saw. The equipment does not run
continuously since much of the cutters' work is unrolling the
fabric in multiple layers and skillfully placing the patterns
on it.

Downstairs there are also several other departments where

suits are finally pressed and inspected.
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The pieces of fabric once cut are bundled and sent up-
stairs to a single large "loft" where the majority of the machine
and hand sewing is done. Along the sides of this room are two
sets of offices, one for the executive in charge of the factory
aﬁd the other for the office manager, clerks, and bookkeepers.
The loft is very crowded and cluttered; there are rows of
sewing machines, pressing equipment, tables where hand‘cutting
is done, and caris and tables heavily laden with pieces of
garments ready to be sewn. The room is very noisy because of
the sewing machines which aré run at a very rapid rate, and very
hot because there is no air-conditioning. Most of the workers
dress in cotton dresses or light trousers and undershirts even
in the winter. 'There is little opportunity for the workers to
talk because they are separated by the equipment and piles of
garments and because the room is so noisy; in addition, there is
pressure for continual output since they are paid by the piece.
They cannot talk when actually working, since the sewing machines
are dangerous and the; must watch their hands and the material
carefully.

The workers arrive early, many hefore eight in the morning,
punch in and begin their work. Breakfast is provided in the
cafeteria and snacks for morning and afternoon coffee breaks;
hot lunches are served in the cafeteria at the noon break and
most workers eat there. Most leave about four or four-thirty
in the afternoon, although many stay for overtime work.

Daﬁa were collected from 162 of the manual workexrs, covering
almost every department in this factory. Over two-thirds of
the workers sampled were men (Table iII—l34). This is fairly

ERIC

IToxt Provided by ERI
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typical for the menswear industry in New York; in womenswear,
women are more heavily represented among manual employees.

Men are found in all the jobs in the factory including the
machine sewing; men sew, hand cut, machine cut and press. The

latter two trades, cutting and pressing, throughout the apparel

- industry are almost exclusively male jobs.

Table III-134

Garment Workers: Sex
Male 68%
Female L 32
TOTAL - 100%
(N) (153)
NA 9

As is also typical in the apgarel industry, the workers
in our sample tend to be middle aged. As Table ITI-135 indi-
cates, almast half the workers are between 30 and 50 years old
and another third are over fifty. Only a fifth of the workers

in our sample are under thirty.
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Table III-135

_ Garment Workers: Age
Less than 20 years old 6%
) 20 ~ 29 years old 14
30 - 50 years old | 47
51 - 64 years old 31
65 or over 2
TOTAL 100%
(N) . (139)
NA 23

The majority have at least some high school education and

7 percent of the sample has had some schooling beyond high school:

Table III-136

Garment Workers: Education

8 years or less 30%
9 - 12 years 63
13 or more 7
TOTAL ‘ 1002
(N) (148)

NA ' 14




Virtually all the workefs in the sample are marrierd:

Table III-137

Garment Workers:

Marital Status

Single 13%
Married 82
Divorced 5
Other 1
TOTAL 100%
(N) (146)
NA 16
and they have hodest sized families:
Table III-138
Garment Workers: Number of Children
None 17%
One child 26
Two children 36
Three children 13
Four or more children 8
TOTAL - 100%
(N) (138)
NA 24
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The vast majority (71 percent) are Catholics and another

fifth Jewish:

Table III-139

3 Garment Workers: Religion
Catholic 71%
Protestant ' 7
Jew . 19
Other 3
TOTAL 100%
(N) (142)
NA 20

The ethnic and nationality composition of this sample of
workers is also extremely typical for the menswear industry in
New York City. As is evident from Table III-140, 44 percent
of the sample are foreign born. (Almost the entire rest of the

group was born on the East Coast--many being native New Yorkers).
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Table III-140

Garment Workers: Place of Birth

United States:

East coast . 50%

South | 4

Central i

West 1
Foreign, including

Puerto Rico ’ 44
TOTAL 100%
(N) (145)
NA 17

Since 62 percent of the group reporting a second language
say that Italian is their second tongue (Table III-141), we
may conclude that the majority of those who are foreign born
are Italian and an additional number of those born in the
United States are of Italian extraction. Although the garment
industry in the United States was largely composed of Jewish
immigrants from Europe ih the early days of its development,
there was a heavy reliance on Italian labor as Jews either died,
retired or moved into ownership or managerial roles in the
industry. This is particularly true in the menswear incdustry.
Italian tailors still immigrate to the United States to work
in the industry and are considered talented and desirable
workers. Many of the workers in this factory not campled were

excluded because they did not speak English; Italian was generally“

ERi(j . their only language:
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Table III-141 ..

Garment Workers: Languages Spoken
Other Than English

Italian 692

Spanish ‘ 10
Ovher e 21
TOTAL 1002
(N) (111)
NA : 51

Ten percent of our sample reported Spanish as their.addi-
tional language and when asked their race or ethnicity, 4 per-
cent of the sample replied Puerto Rican and another 1l percent
Black (Table III~142). Although Blacks and Puerto Ricans have
moved into jobs in the apparel industry in recent years, they
have not done so to as great an extent in menswear as they
have in other aréas of the industry. Part of the reason for
this is the strong hold Italians still have in menswear and the

continued flow of skilled and unskilled labor from Italy.
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Table I1II-142

Garment Workers: Race or Ethnicity
Black 11%
White 85
Puexrto Rican ’ 4
Othex _ 1
TOTAL 101
(N) (149)
NA 13

This continued immigration is reflected in ocur sample in
that forty percent of our sample who immigrated to the United
States did so between the ages of 11 and 21; l14% were over

thirty when they arrived in the United States:

Table ITI-143

Garment Workers: Age of Arrival in U.S.
if Foreign Born (including Puerto Rico)

Less than 10 years old 25%
11 - 21 Years 40
22 - 30 years 21
31 - 40 years 11
Over 40 years 3
TOTAL 100%
(N) ‘ (61)

NA 101
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The majority of workers in this sample have an extremely
stable work history and long ties with this particular company.
The company is proud of the length of time its workers stay
with the firm. 2as shown, in Table III-144, a quarter of the
wdrkers in our sample have been with this company for over twenty
years. An additional third have been in the company between

ten and twenty yvears:

Table III-144

Garment Workers: Length of Time on
Present Job

Less than 12 months 8%
12 ~ 22 months ' 4
23 ~ 30 months 5
36 ~ 59 months 10
6C ~ 119 months is
"120 ~ 240 months 33
241 months or more o 24
TOTAL 102%
(N) (142)
NA _ . 20

(We probably over sampled this element of the work force
in the factory, because they had the least language difficulty
and for other reasons related to the way workers were sought

out and asked to participate in the research.) Part of the
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reason for this permanence of employment is the stability of
employment characteristic of the company and menswear in general.
As mentioned above, lay-offs are relatively rare and the company
hwas been able to guarantee steady employment in an industry
characterized by heavy competition, turnover in firms, and
se;sonal lay-offs. Sixty-one percent of our sample worked a

full twenty four months in the last two years, and three-quarters

worked full-time for between 12 and 24 months during that

period:

Table III-145

Garment Workers: Number of Months of
Full Employment in Last 2 Years

Six months or less 5%
7 - 12 months 18
13 ~ 24 months 73
TOTAL ' 100%
(N) (143)
Nh 19

Three quarters of the sample has not changed jobs during

the two year period:
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Table III-146

Garment Workers: Number of Different
Jobs in Last Two Years

1 job 74%
2 jobs ] 18
3 _jobs or more 9
TOTAL 101%
(N) (133)
NA 29

Most workers (84 percent) work a full 7 or 8 hour day on
a regular basis, and an additional 11 percent tends to work

over-time regularly:

Table I1II-147

Garment Workers: Number of Hours Worked
Per Day on Present Job

Less than 7 hours 1%
7 - 8 hours 88
More than_ 8 hours . 11
TOTAL 100%
(N) (146)

NA 16
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almost a third of the workers report that they normally
work on Saturday as well (Table IIT1-148). Therefore, ﬁhe
sample is not only hard working but tends to put in a substan-
tial amount of time over and above regular hours. OCnce again,
tﬁis is a pattern relatively typical in the aroarel industry
where wages are generally low compared to other blue collar
work and where the tasks do not require the coocrdination of a

large number of workers in a team:

Table II1II1~148

Garment Workers: Percent Normally
3 ___Working on Saturday /
Yes ' ) 30%
No 70
TOTAL 100%
(W) (145)
NA . . 17

In spite of the long hours, the workers in our sample do
not report feeling deprived in terms of time left to spend with
their families and at other non-work activities. Table III-149
shows that over two-thirds report that their jocb leaves them
enough time for these activities; just ﬁnder a third indicate

dissatisfaction with this aspect of their job:
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Table III-149

Garment Workers: "Do You Think Your Jcb
Leaves You Enough Tim~ For Ycur ran.ly
and Other Non-cr+ &sctivities?™

Yes 707
No ] 30
TOTAL 100%
(W) (145)
NA 17

In spite of this generally positive response to their
jobs, the workers in the sample are clearly not entirely satis-
fied with their work. When asked what they would do if they
had the chance to start their working life over, over eignty

percent reply they would not choose again the job they now have:

Table III-150

Garment Workers: "Tf You Had the Chance
to £tart Your Working Life Over Xgain,
Would You Choose the Same Kind of
Work You Are Doinz Now?"

Yes 18%
* No 82
TOTAL 100%
(N) (139)

NA - 23
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Yet, they also seem af. least resigned tc their jobs.
Over half of them report they expect to remain at their jobs
for the rest of their work lives, and an additional third ex-

pect to xc¢ep thelr present job for at least several more vears:

Table III-151

Gaxrment Workers: Length of Time Respondent
Expects to Remain at Present Job

Only a short while 7%
Another ?ear 7
Several years : 34
Rest of work life 51
TOTAL i 99%
(N) (137)
NA 25

What exactly are the jobs don2 by these workers? Most of
our sample of workers (38%) are sewing machine operators (Table
I1I1-152). These workers sit at machines in the large "loft"
described above with piles of garments at their side. The
machine sewers generally do only one sewing operation per gar-
ment. Some do duite complicated operations such as stitch a
pocket into the pants or jacket or set in a sleeve. Most do
extremely simple operations, the simplest of which is attaching
a paper card to the garment with several long machine stitches,
an operation taking about a second per garmant. (The cards

contain the many "tickets" each operator removes after sewing
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on the garment; on the basis of these accumulzted "tickets,"
the worker is paid his piece-wage.) Most of the machine sewing
is at the very most a semi-skilled operation. The workers must

both concentrate and wecrk at an extremely fast pace.

Table III-152

Garment Workers: Job Categories
General sewing machine cperator . 36%
Special sewing machine operator ' 2
Hand sewer 4
Basting putter 6
Alterations tailor (special order) 4
Presser 11
Machine cutter 11
Hand cutter 9
Fitter; marker 1
Cloth shrinking machine operator (spongers) 2
Shipping & receiving, piece goods clerks 5
Examiner, inspector | 2
Foremen o 3
Misc. - 4
TOTAL 100%
(N) < (161)

NA 1
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The tasks of the hand sewers also range from very simple
to moderately skilled. They also do one operation on each gar-
ment and move rapidly to the next. BAaAs the pile of garments at
their side diminishes, a floor boy guickly replaces it with
another pile.

The most skilled of the manual jobs in the factory is
that of cutter. The machine cutters (11% of our sample), work
downstairs in relative quiet. They spread the material in many
layers on long tables and then take standard patterns and place
them on the fabric. This 1s a task requiring considerable
experience and skill; not only must each piece be properly
placed in terms of the weave of the fabric, but the cutter
must also det as many pieces as he can out of the fabric so
placement 1is very important. The cutter can make or waste
company money by how many peices he cuts from the bolt. He
also makes or wastes money when he cuts, since a single slip
with the cutting machine will ruin many garments at once.

The hand cutters either work on custom garments {(which
calls for a great deal of skillj, or they trim each of the
ready-made garments with shears after the machine sewers have
stitched the parts together. This is a less skilled activity,
about as skilled as the pressers who press the garment between
stages in the sewing process. They use large, foot operated
steam presses and it is an extremely hot Jjob.

Jobs in the sponging depaxtment are also very hot as noted
above. The spongers feed bolts of cloth through rollers which

direct the material in and out of the steam. Once moistened,
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the cloth is then fed into heating chambers and dried. 4The
material is measured for the amount of shrinkage, rewound into
bolts, and sent to the cutters next door.

.o These are the major jobs in the production of ready-to-wear
menswear. Several other jobs in the factory are shipping and
receiving clerks whc load and unload bolts of cloth and finished
garments and record the flow of goods. There are also examiners
to check the garments for faults before they are shipped.

From the skill codes assigned these garment factory jobs in

the Department of Labor's Dictionary of Occupational Titles

(DOT, 1965) an idea may be gotten as to the type and level of
skills required. Table III-153 shows the distribution of jobs
\held by this sample of workers according to their relationship

to "things." The highest level of skill in relation to "things,"
according to the DOT, is "setting up" and the least is "handling."
Most of the garment jobs (57%) fall into the third most
skilled category; #2 "operating-controlling," as might be antic-
ipated from the above descriptions. Another 20 percent require

either "manipulating" or "tending" skills which are lower down in

the skill hierarchy.
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Table ITI-153

Garment Workers:  Job's. Relationship
Things (DOT).

Level of skill required Percentage of jobs
(hi to lo)

0 Setting up -
1 Precision work . 2
2 Operating-controlling 57
3 Driving-operating --
4 Manipulating 16
5 Tending 4

6 Feeding-offbearing -

7 Handling 16
8 No significant relationship 4
TOTAL S 978
(N) (136)
NA 26

Only two percent are considered precision work. While only
four percent of these jobs have "no significant relationship"
to things, as shown by Tables III-154 and III-155, over 90 percent
of these jobs bear no relationship to the manipulation of data
or dealing with people. Hence, the description of these jobs as
generally semi-skilled manual work would be appropriate. This
is a very typical skill distribution for the apparel industry
where only a few jobs are either skilled manual jobs or non-

manual jobs or nonmanual in nature.
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Table 21I-154

Garment Workers: Job's Relationship
to Data Manipulation (DOT)

Skill level required Percentage of jobs
(hi to low)

0 Synthesizing , -

1 Coordinating 4 .
2 Analyzing ) %
3 Compiling *
4 Computing *
5 Copying *
6 Comparing ’ 4

7-8 Mo significant relationship 20

TOTAL 98%
(N) (136)
NA 26

* TLess than 1%.
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Table III-155

Garment Workers: Job's Relationship
to People (DOT)

Skill level required Percentage of jobs
(hi to low)

0 Monotoring -

1 Negotiating -

2 Instructing —
3 Supervising : 3

4 Diverting -

5 Persuading -

6 Speaking-signaling *

7 Serving *

8 No significant relationship 96

TOTAL : . 99%
(N) . (136)
“NA 26

* Less than 1%.

Table III-156 gives some idea of the degree nf routineness
and precision :isquired of these tasks. Thirty-nine percent of
the jobs are considered “"routine" by the DOT codes; thirty-eight
percent of these jobs consist of repetitive or short cycle |
operations with little or no variety in the procedures used; and

twenty-one percent of the jobs require no independent judgment
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and involve no proklem solving activities. Although the majority
of the jobs are relatively routine and repetitive, they are also

relatively precise, requiring that the worker do the task exactly
as specified with few errors. Hence, workers are required to pay
close attention (or the garment is not properly assembled) but

they exercise little skill or Jjudgment.

Table III-156

Garment Workers: Job Characteristics (DOT)

Job Characteristic ‘Percentage of Jobs

16 Activities of routine,
concrete organized
NALUL e s s e voaesnccccannsss seaasnns 39%

17 Repetitive or short
cycle operations with
set ProceduUres ...cciceecessccsanes 38

18 Activities require no
judgment of problem :
SOLVING NatUr€e .. cececesesesasans .21

19 Activities require pre-
cise attainment of set
limits, tolerance,
StanNdardS . ceoceeeecssscesosanessses 16

() | - (162)

NA o . 27
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J. Unemployed Middle Class Workers

This group of unemployed workers is almost two-thirds male:

Table III-157

Unemployed Middle Class Workers: Sex

Male 63%
Female 37
TOTAL . 100%
(N) (72)
NA 1

The group is relatively well educated. Almost one fifth

have had more than four years of college:

Table III-158

Unemployed Middle Class Workers: Education

8 years or less 3%
9 - 12 years | 44
13 - 16 years 35
17 and up li
TOTAL -  99%
(N) . (71)

NA ' 2
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They are young, although not the teenage unemployed so charac-

teristic of large cities; just
ween twenty and twenty-nine ye
are between thirty and fifty.

fifty age group for whom jobs

under half (47 percent)'are bet-
ars old. An additional 38 percent
A few (12 percent) are the over-

are difficult to find:

Table III-159
Unemployed Middle Class Workers: Age
Less than 20 yeais old 13

20 to 29 years old 47
30 to 50 years old 38
51 to 66 years old 12
TOTAL 98%
(N) (70)
NA 3

Most were born in the Uni

one fifth were born elsewhere:

ted States, on the east coast, but
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Table III-160

Unemployed Middle Class Workers:
Place of Birth

United States

. East Coast 64%
South : 10
Central ' 7
West -

Foreign, including

Puerto Rico ) 19
TOTAL 100%
(N) (70)
NA | 3

Table III-161

Unemployed Middle Class Workers: Age
of Arrival in U.S. if Foreign Born
(including Puerto Rico)

-less than 13 years 23%
13 - 21 years ) 23
22 - 29 years 38
30 - 35 ,ears 16
TOTAL 100%
(N) ' (13)
NA ’ 60

Over half are single, but most of the rest (41 percent) have

children to whose support they are probably contributing:




Table III-162

Unemployed Middle Class Workers:
Marital Status

Single 53%
Married 36
Divorced 11
Other -
TOTAL 100%
(N) (73)
NA -
Table J1I11I-163
Unemployed Middle Class Workers:
Number of Children
None 51%
1 child 24
« 2 children 11
3 children 7
4 or more children 6
TOTAL 99%
(N) (45)
NA 28

Eighty-three percent of this sample are white:

245
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Table II1I~164

Unemployed Middle Class Workers:
Race or Ethnicity

Black 10%
White 83
Puerto Rican 6
Other . 1
TOTAL 100%
(N) . (72)
NA . 1

Although 6 percent say they are Puerto Rican, almost a third
who speak a second language speak Spanish so it is likely that

a larger percentage than this jg Latin American:

Table III-165

Unemployed Middle Class Workers:
Languages Spoken Other
Than English

Italian 14%
Spanish 31
Other 54
TOTAL 99%
(N) o {35)
Na 38

A quarter are Protestant and a quarter Jews; the majority

. of the rest are Catholic:
ERIC
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Table III-166

Unemployed Middle Class Workéré:» Religion
Catholic | 41%
Protestant 24
Jew 24
Other _ 10
TOTAL 99%
(N) : (41)
NA ] | 32

Employment History:

Only 10 percent of this sample has been employed six months
or less during the last two years. Over two-thirds were em-
ployed from 13 to 24 months and the remaining quarter from 7

months to a year:

Table XII1I-167

Unemployed Middle Class Workers: Number
of Months of Full Employment
in Last two Years

Six months or less 9%
7 - 12 months - 24
13 - 24 months ] 67
TOTAL 100%
(N) (65)

NA ) 8
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Only 2 percent were never employed during that two year
period and amost half had not changed jobs during that time

(one job only). Thirty percent had held two jobs and a fifth

three or more:

L]

Table III-168

Unemployed Middle Class Workers: Number
of Different Jobs in Last Two Years

None ’ 2%
1 job 48
2 jobs 30
3 or more 7jobs - 21
TOTAL ' 101%
(N) (63)
NA 10

The length of time they had held their last job is extremely
interesting: Sixteen percent had held their last job for more
than 10 years; another sixteen percent had held that job from

three to ten years. Fifty-two percent had held it a year or

less:
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Table III-169

Unemployed Middle Class Workers: Length
of Time on Last Job

1l vear or 1less 52%
) 1l to 2 years 16
3 to 8 years . 12
8 to 10 years 4
More than 10 years 16
TOTAL 100%
(N) (29

NA 44

For most of these workers, these previous jobs had been
fulltime: eighty-six percent report they worked 7 or more hours
a day at these jobs (only 13 percent had held less than such

fulltime employment):

Table III-170

Unémployed Middle Class Workers: Number
of Hours Worked on Last Job

Less than 7 hours 13%
7 - & hours 48
More than 8 hours 38
TOTAL 99%
(V) (29)

N2 7 44
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Table III-171

Unemployed Middle Class Workers: Percent

Normally Working on Saturday
on Last Job

Yes ' 30%
No - - 70
1OTAL 100¢%
(M) (43)
NA | 20

More than a third of these unemployed workers (36 percent)
had expected that they would hold their liast job for the rest
of their working life. An additional eight percent felt it was
relatively permanent. Forty percent, however, expected they
would stay only a short while and another 16 percent expected

they would remain only another year:

Table III-172

Unemployed Middle Class Workers: Length
of Time Respondents Expected to
Remain at Last Job

Only a short while 40%
Another year 16
Several years 8
Rest of work 1life 36
TOTAL 100%
(N) . (25)

NA . 48
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In summary: This is not what we normally consider a "typical"
group of unemployed workers in an urban area. They are not very
young Or very old; they have had a fairly stable work history:
and they are reasonably well educated. They do not sound 1like
they expected to be jobless. See below: their jobs were at

least moderately stable.

Type of Previous Job

Thirty percent of their previous jobs ranked at the top of
the "Data Manipulation" hierarchy (synthesizing skills required)
as seen in Table III-173. A?other 23 percent had the second
ranked skill (Coordinating). Indeed, 88 percent of the jobs
had something to do with DATA (presumably the most complex
skills) and 82 percent of these ranked in the top half with

" respect to the skili hierarchy.
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Table 1II-173

Unemployed Middle Class Workers: Last Job's
Relationship to Data Manipulation (DOT)

O Synthesizing 30%

1 Coordinating 23
2 Analyzing | 4
3 Compiling ‘ 25
4 Computing | 4
5 Copying 2

6 Comparing -

7 - 8 Wo significant

_relationship ' 14
TOTAL | 102%
(N) A (57)
NA | 16

Most did not have highly manual jobs (72 percent of the
ijobs had no significant relationship fo tﬁings) and those that
did were relatively high on the skill hierarchy (setting up,
precision work, operating-controlling, and driving-operating).
Two thirds of the jobs had some'relationship to people; most
were in the lower half of the skill hierarchy--a quarter re-
guiring speaking and signalling skills; however, 17 percent

required supervising or more skilled performance.




Table ITI-174

Unemployed Middle Class Workers : Last
Job's Relationship to People (DOT)

Skill 1pvel required

Percentage of Jobs

(hi to low)
O Montoring 2%
1 Negotiating 4
2 Instructing 4
3 Supervising 7
4 Diveftiug 14
5 Persuading 9
6 Speaking-signaling 76
7 Serving 2
8 No significant relationship 33
TOTAL 101%
(N) (57)
NA 16
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Table III-175

Unemployed Middle Class Workers: Last Job's
Relationship to Things (DOT)

Level Skxill Required Percentage of jobs
(hi to low)

O Setting up 2%

o

1 Precision work
< Operating-centrolling 5
3 Driving-operating 2

4 Manipulating -

5 Tending -
6 Feeding-offbearing | -
7 Handling 11
8 No significant relationship 72
TOTAL : 101%
(N) (57)
NA. 16

254



255

Table III-176

Unemployed Middle Class vorkers: Last
Ci:aracteristics (DOT)

Job Characteristic ] Percentage of Job
Activities of a routine,

concrete organized }

NatuUre..cceecioeeececnns erceetceaneans 33%
Repetitive or short cycle

operation with set pro-

CedUYES.eeeessoaceninns ERRRERIPP 14
Activities require no Jjudment

of problem solving nature........ ve..18
Activities require precise

attainment of set limits,

tolerance, StandardS...eoeceeceeacasa .. 32
(N) (57)

NA | 16
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IV. RELIABILITY AND VALIDITY DATA IN EACH SITE

A. Federally Funded Job Training Programs: WIN and CEP

1. Reliability and Vali@%@y Datea

Data were obtained from both WIN and CEP programs. Since
there were some differences in the data obtained in the two sites,
the analyses will be presented separately and only combined in
those cases where comparable wvalidity data were at hand.

Table IV-1 presents th=. data relating t<c the mean scores

and the reliability of the instrument in the WIN site.

Table IV-1

Means, Standzrd Deviations and Reliability
of Tolerance for Bureaucratic Structure
Scores‘iﬂuwgg Site

Mean _ 103.84
Standard Deviation 11.89
Number _ 118

gg;iability* .735

* Chronbach'’s Alpha.

Scores on the Tolerance for Bureaucratic Structure instru-

ment were correlated with certain demographic data obtained in

the site. These corre tions are presentcs® in Table IV-2.
Only the correlation betwee:r age and 70 - significant. There
is a slight tendency for cl.i.: trainees o have higher TBS

gcores than younger trainees.
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Table IV-2

Correlations Betwcen Selected Demographic
Variables and Tolerance for Bureaucratic
Structure in WIN Site

Variable Correlation Number
Sex (M=1, F=2) .069 117
Age 242%% 110
Education ~.084 lli
Number of children 057 108
Months employed full time .128 103
Number of different jobs _ .126 ] 118

** p - .01

The scores on the Tolerance for Bureaucratic Structure
Irstrument were also correlated with the trainees' progress
through the training programs as reported by the counselors.
These correlations are presented in Table IV-3. Two of the
correlations are significant. There is a slight tendency for
individuals high in TBS to be referred to jobs more frequently
than those low in Tolerance, and a slighit tendency for those

low in TBS to refure jobs when offered.
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Table IV-3

Correlations Between Tolerance for Bureaucratic
Structure and Trainees Progess Through
Training Program for WIN Sites

Correlation Number
] with TBS
pid trainee complete
orientation program
(y=2, n=1) .020 118
Still enrolled in
training program
(y=2, n=1) .089 118
Was the trainee
referred to any jobs
(y=2, n=1) .152* 118
Did the trainee refuse
to accept any jobs
(y=2, n=1) ~.162% ' 118
Is the trainee currently
employed «137 118

* p .05

The subervisor ol the WIN trainees were also asked to raté
the trainees on a number of personal characteristics which
should relate to Tolerance for Bureaucratic Structure. These
are presented in Table IV-4. Four of the five correlations
are significant. There is a slight tendency for supervisors to
give trainees high in TBE high ratings for attendance, prompt-~
ness, attention to routine tasks and in the development of long

term goals.
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Table IV-4

Correlation~ RBetween Tr 2rance for
Bureaucratic Structure and
__Ratings at WIN Sites

Supervisor Rating Correlation Number
with TBS o

Regular attendance h J172% 118

Promptness $221* % 118

2bility te follow

rules and regulations . 150 118 |

Ability to take orders .072 118

Zhility to stay with

routine tasks .162% 118

Ability to think in

terms of long term goals .158%* 118
* p .05

** p = ,01

In addition to supervisory ratings, other test scores were
obtained on a small subset of the trainees. The scores in these
other tests were correlated with the scores cn the TBS instru-
ment.

Table IV-5 preserts the correlations between the scores
on the General Aptitude Test Battery (GATB) and TBS. There is
a significan* positive correclation between the TBS écores and

those on the GATB (General and Numeric) subtests.
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Table IV-5

Means and Standard Deviations of GATR Scores
nd Correlation with Tolerance For
Bureaucratic S:tructure
(New Jersey Site)

GATB G GATB V ____GATB N TBS

GATB G 1.00 .853%*% .83%** 230
GATB V - 1.00 L702%* 181
GATB N ' 1.00 .259%
TBS 1.00
Mean 8l.76 83.30 82.03
Standa;d. :
Deviation 14.22 14.30 17.88

(N) (51) (51) (51) .
* p < .05
** p o< .01

Table IV-6 presents the correlations between the TBES
score and the scores on the Metropolitan Reading Achievement
Tests. The correlations betweren each achievemeni. measure and
the TBS socres are significant. It should be noted, however,
that the scores ~» %oth the GATB and the Metropolitan are

generally low in this group.
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Table IV-6

Mean CG.ade Level, Standa.c iLoviations
and Correlations sanong The
Metropolitan Achievement
Tests and the 7Tolerance
for Bureaucrztic
Structura* (New
Jersey I .lte)

Word Reading Compu- Problem TBS
Knowledge tation  Solving

Work

Knowledge 1.000 L9lant [ 758%% .789*% .505*%%*
Reading 1.000 .783*%* L707** .402%*
Computation 1.000 .831%% .355%*
Problem

Solving 1.000 LA434**
TBS 1.000
Mean 7.20 6.99 5.98 6.9

Standard
Deviation 2.31 2.66 1.87 2.37

(n) ' (32) (32) (32) _(32)

* p<.05

** p .« W01

Table IV~7 presents the correlations between TBS and the
trainees scores on the Kuder Preference Record. Ncne of the

correlations is significant.
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Table IV-7

Means and Standard Deviation of Kuder Preference
Record Scales and Correlations with Tolerance
for Burecaucratic Structure

(New Jersay Sit~)

Correlation
Kuder Scales Mean  S5.D. n with TBS _
Outdoor 32.46 25.3¢€ 27 +.141
Mechani ~-1 38;18 19.41 27 -.22Y
Cormputational 71.59 22.94 27 -.008
Scientific 49 .37 30.17 27 -.076
Persunasive 51.14 24.61 27 -.097
Artistic 52.40 25.57 27 . .118
Literary . 44.57 28.78 27 .287
Musical . 43.2° 22_35 27 -.015
Social Services 63.18 26.36 27 -.127
Clerical 70.07 23.59 27 .063

In th. CEP training sites, the instrument was administered
to over 30U trainees. Table IV-8 presents the mean scores,
the standard deviation and the reliability of the TRS instru-

ment in the CEP sites.
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Table IV-8

Means, Standard Deviotion and Reliability
of Tolerc..ce for Bureaucratic
Structure in CEP Site

Mean 99.10

Standard Deviation 14.55

Number 278
Reliability* . 742 .

* Coefficient Alpha

Table IV-~9 presents data relating scores onr the TBS instru-
ment to selected demographic variables. There are tow sigrifi-
cant correlations in the site. There is a slight tendency for
older trainees to be higher in Tolerance for Bureaucratic
Struci ure to report having been employed for more months in the
.past two years. This relationship between TBS and months
employed is present even when the age of the trainees is con-

trolled (r;jp; 3 = .193; p < .05).
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Table IV-9

Correlations Between Sel. cted Demogravhic
Variables and Tolerance
for Bureaucratic
in CLEP Site

Variable Correlation Number
Sex (M=1, F=2) .037 263
Age .132%* 261
Education -.017 265
Number of children -.,033 279
Months employed full

time .218** 210
Number of different

jons .016 176

* p < ,05

** p— .01

Table iV-lO presents the correlations between TBS scores
and the progress of the trainee through the training program.
One of the correlations is significant. There is a slight
tendency for supervisors to report that trainees lcw in Tolerance

had refused scept jobs that were offered.-
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Table IV-10

Correlations Between_Tolerance for Bureaucratic
Structyre and Trainee's Progress Through
_uy/x\,_,a\/~$EE¥EH££L££9gram for CEP Sites

MM

Question Correlation Number

Dig traip@e Complete orientation

prod¥am? (y=2, n=1l) .071 147
sti}l enrolled in training

prog¥am (¥=2, n=1) .011 147
Wag the trainee referred to

any Jdbs (y¢2,, n=1) .131 147
Dig the trainee refuse to

accZPt apy jObs (y=2, n=1) -.214% 147
Is ¢he traipee currently C o

empkved (v=2, p=1) .072 147
* pR .01

fahie Iv-11 presents the correlations between TBS and
superJisory ratings of trainee performance. None of the cor-
relatj®ns iS signjficant at the .05 level.

PRcause domparable supervisory rating data were obtained
in bO{?h the CgF aﬁd WIN sites, they were combined and correléted

with #he 188 0f the trainees.
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Table IV-11

Correlation Between Tolerance for Bureaucratic
Structure and Supervising Ratings
at CEP Sites

Supervisory Rating Correlation Number
with TBS

Regular Attendance .084 147

Promptness .072 147

Ability to follow rules and

regulations .093 147

Ability to take orders .073 147

Ability to stay with
routine tasks .098 147

Ability to think in terms
of long term goals .080 147

Table IV-12 presents the correlations between TBS and
supervisory ratings. Each of the six correlations is signifi-
cant. There seems to be a slight general tendency for super-
visors'ratings to be positively related to TBS.

The dafa relating to progress throﬁgh the training programs
wa§ not combined between the WIN and the CEP sites because the
specific nature of the programs differed. In some programs,
placement on a job was more likely to be a result of local eco-

nomic conditions than pexrformance in the program. In additidn,

the follow-up of the WIN and the CEP programs occurred after
O
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different periods of time, hence the trainees' actual proqress

through the different programs was not at comparable stages.

Table IV-12

Correlations Between Tolerance for Bureaucratic
Structure and Ratings at
CEP and WIN Sites

Supervisor Rating Correlation Number
with TBS

Regular Attendance ' .114* 265

Promptness .129% 265

Ability to follow rules and

regulations .115% 265

Ability to take orders | .110 * ' 265

Ability to stay with routine

tasks L137%* 265

Ability to think in terms of

long term goals 118* 265

*  pl.05

2. Test-Retest Stability of the Instrument

In order to establish the stability of Tolerance for
Bureaucratic Structure and to add to information on the relia-
bility of the instrument, follow-up data on a segment of the
trainees in the WIN and the CEP programs was obtained.

At that time of the first testing, respondants in the WIN
and CEP programs were asked to provide their names and addresses.
Subsequently, a second copy of the questionnaire was mailed to

them with instructions to fill it out and return it directly
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to the researchers by mail. A total of over 400 questionnaires
were mailed out. One hundred twenty usable guestionnaires were
returned. As anticipated with a geographically mobile popula-

tion of this type, a substantial number of remaining question-

naires were returned to us undelivered.

The time of administration of the first test varied from
sub-group to sub-group, but the shortest interval between initial
testing and subsequent testing was 14 months; in some.cases the
interval was as long as 20 months. In the intervening period,
the respondents had been enrolled in the job training programs.
The goals of those programs include both developing specific
skills and changing the work attitudes of the trainees in order
to improve their job holding capacity. The data relating to the

stability of the instrument are presehted in Table IV-13.

Table 1IV-13

Test Retest Stability of Tolerarce for
Bureaucratic¢ Structure Instrument

First Second
Testing _ Testing
Mean | 102.86 103.35
Standard Deviation 13.72 13.49
N ’ 120 120

Correlation between first and L
second testing reposition 434
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Note that tﬁé mean scores on the instrument do not scem to
have changed appreciably with time. In addition there is a
fair degree of stability (r=.63) to the individual responses.
It should be noted that the conditions of administration of the
two testings varied quite considerably. The first administra-
tion of the instrument was done At the training center under the
supervision of the staff. The instrument was usually adminis-
tered in conjunction with other instruments at entry into the
programs. The second administration by mail--answered at home
and the results mailed directly to us. In the case of the second
administration the ex-trainees were assured that the data would

be used only for the purposes of research.

B. Bank Clerical Workers

Data on the bank clerical worxkers were obtained in two
waves. The first wave involved the testing of a small group
of recent employees while the second involved the testing of
workers who had been on the job for a period of time. The
instruments were given to the workers by their supervisors but
were mailed directly to the personnsl research department of the
bank by the individual worker. 1In some <ases the supervisor
0f the worker filled out a job description instrument on the
jobs that were held by the worker.

The data on each of the waves will be presented separately
and then will be combined for analysis of the relationship
between Tolerance for Bureaucratic Structurc and the supervisory

ratings,
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Table IV-~14 presents the means and reliability of the TBS
instrument in the first group tested. As one would expect of

a structured job the workers were relatively high in their

tolerance forxr structure.

Table IV-14

Mean, Standard Deviation and Reliability of
Tolerance for Bureaucratic Structure
in Bank Clerical Site (Wavoe I)

Mean 99.55
Standard Deviation 14,38
Number 61

Reliability* . 796

* Chronbach's Alpha

Table IV-15 presents data regarding the correlations bet-
ween TBS and the demographic data that were obtained by the
bank. Because the personnel research section of the bank ob-
tained this data we were able to cbtain only partial demographic
data. None of the correlations is significant.

)

p Table IV-15

Correlations Between Selected Demographic
Variables and Tolerance for Bureaucratic
Stx '~ture in Bank Clerk Site (Wave I)

Variable Correlation N
Age ~-.162 58
Education -.153 57

NQ@ber of children 7 .100 58
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The supervisors of the clerks tested were asked to £fill
out an evaluation sheet as a part of the banks ongoing research
program. The correlations be*ween the supervisory ratings
and TBS are presented in Table IV-16.

Ratings of "4 characteristics were Presented. Eight of
the 14 cOfrelations befween TBS and ratings were significant,
two of them at the .01 level. It is interesting to note that
the highest correlations with TBS were between the supervisors
ratings of attendance, which is a relatively objective measure-
ment, and relations with superiors which related directly to the
Tolerance for Structure of the worker.

As a part of the personnel selection proceedures at the
bank a number of tests are administered to prospective employees
at the time of hiring. The scores on these tes*ts were related

to TBS.
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Table IV-16

Correlations Between Tolerance for Bureaucratic
Structure and Supervisory Ratings at
Bank Clerk site (Wave 1)

c

Supervizory Rating Correlation N
with TBS
Effort .222% 61
Initiative and responsibility L272% 61
Promotion poteniial _ .206 61
Accuracy .288% 61
Speed .036 61
Job knowledge .163 61
Learning ability ‘ .110 61
Emotioral stability .085 61
Dependability .261* 61
Relations with co-workers .294% 61
Relations with superiors .365% % 61
Punctuality .165 61
Attendance .342%* 61
Appearance and grcoming .178 61

Attitude toward rules and
regulations : .233% £1

* p < .05
** p o .01
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Taple IV-17 presents the relevant correlations.

Note that most of the correlations are negative. The only
significant correlation is beiween scores on the math test and
TRS. There was an insig.ificant positive correlation between
the TBS score and scores on a production typing test. This
production typing test is essentially a work sample requiring
the typist to copy a number of order forms which have been
written in longhand. The typist is scored on the number she

completes ir a specified period of time.

Table IV-17

Correlations Between Scores on Selection
Tests and Tolerance for Bureaucratic
Structure in Bank Clexk.Site

(Wave 1) .
Test Correlation N
——— with TBS .
General typing test ~.215 40
Production ;yping test .231 20
Arithmetic test ~.2657% | 70
Language test -.086 75
Steno test , -.122 45

* p <.05

Table IV-18 presents the mean score and the reliability of
the TBS instrument in the second wave of testing. Note that
the mean score in this second wave is roughly comparable to the
mean score in the first testing.

ERIC

IToxt Provided by ERI



Table IV-18

Mean, Standard Veviation and Reliability

of Tolerance for Bureaucratic
Structure in Bank Clerical
Site (Wave I11)

27

Mean 99.44
Sstandard Deviation 15.78
N _ 144

Reliability* .816

* Chronbach's Alpha

For the s=cond wave of testinq,information relating to

education was obtained and correlated with TBS. “able IV-19

presents the correlations.

Table IV-19

Correlation Between Education and
Tolerance for Bureaucratic
Structure in Bank Clerk
Site (Wave Il1)

variable _ o Correlation N
Education -.149* 144
* p L .05

There was a very slight tendency fcr the better educated

workers to be somewhat less tolerant of structure than the

less well educated workers.

ERIC

IToxt Provided by ERI
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The data relating supervisory ratings to TBS are presented

in Table IV-20. 'Three of the correlations are significant.

Table 1IV-20

Correlations Between Tolerance Jor Bureaucratic
Structure and Supervisory Ratings at Bank
Clerk Site (Wave I1)

Supervisocr Rating Correlation N
with TBS

Effort .086 144
Initiative .079 144
Promotion potential .181* 144
Accuracy .015 144
Speed .000 144
Job knowledge .090 144
Learning ability -.076 144
Emotional stability .112 144
Relations with co-workers .175*% 144
Relations with superiors .216*%* 144
Punctuality <114 144
Attendance .005 144
Appearance .098 144
Rules and regulations 125 144
* p <& .05

% p o~ .01

There was a slight tendency for workers high in TBS to be rated
higher in promotion potential, relations with co-workers and
relations with superiors. The correlations are smaller than

the correlations obtained on the first wave.
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Table IV-21 presents the correlations between TBS and the
scores obtained on the selection tests use” within the bank.
Only one of the correlations is significant. As was the case
in the group tested in wave I high TBS scores were slightly

associated with lower scores on the arithmetic test.

Table IV-21

Correlations Betwzen Scores on Selection
Tests and Tolerance for Bureaucratic
Structure in Bank Clerk Site

(Wave II)
Test Correlation N
_ with TBS
General typing test .004 23
Arithmetic test —.%65* 70
Language test -.085 74

* p < .05

Since comparable supervisory ratings were obtained on
both of tne groups the data from the two were combined and
correlated with TBS. Table IV-22 presents the correlations

between TBS and the supervisory ratings for the total group.
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Tabie IV-22

Correlations Between Tolerance for Bureaucratic
Structure and Supervisory Ratings at Bank
Clerk Site Combining Wave I and Wave II

Supervisory Rating Correlation N
with TBS
Effort .124% 205
Initiative and responsibility .114% 205
Promotion potential .184** . 205
Accuracy ' ‘:.096 205
Speed .009 205
Job knowledge S . S . 113% 205
Learning ability o -.013- 205
Emotional stability - '.105 205
Relations with co-workers o L210%% 205
Relations with superiors .260%* 205
Punctuality ‘ .129* 205
Attendance | 107 205
Appearance and grooming .122% 205

Attitude toward rules and
regulations .160%*% 205

* p .05
¥* p < .01




278

C. Clerical Training Programs

1. Secretarial and Clerical Training Site

Through the cooperation of the personnel e
training program, the Tolerance for Bureaucratic . . .cture In-
strument was administered to all training program'applicants
as a part of the general testing program. Included in this test
battery were several achievement and aptitude tests. Applicants
were admitted to the program based on their aptitude';cores and
interviews. This screening process is reiatively complex since
the applicant must be interviewed and deemed acceptable by both
the training site and the company that will ultimately hire the
applicant. TBS scores of the applicants were returned immediately
to the researchers s+ that in no case was the TBS instrument
used as a screening device, althoucgh the applicants were not
aware of this.

Table IV-23 presents the mean score and the reliability
of the instrumént as it was administered to a number of appli-
cants. Note that the mean score is relatively high as. contrasted

with othexr groups.

Table IV-23

Mean, Standard Deviation and Reliability of
Tolerance for Bureaucratic Structure in
Clerk Training Site

Mean 102.11

- Standard Deviation 17.95
Reliability* - .835

EMC av_.. . 197712
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Alﬂhough 173 applicants were tested, 47 were actually ad-
mittedq #0 the prOgram. Of these 47 applicants accepted into
the prod¥am, 21 Were actually Placed on jobs. The reasons for
the drof~out Varied guite considerably. 1In some cases, the
traineg? wvere disSmigsed for poor performance; in other cases
terminag¥lon was Voluntary.

paPle IV~24 bresents the Mean scores of those who completed

the pro/fam 2Rd Were pPlaced iR 3ops compared to the mean of those

who eitl?®r did not complete the program or were not placed i, jobs.

Table Iv-24

Means and gtandard Deviagtions of Tolerance for
BuTealerztic Structure Scores of Those
TraiNeeg Retained and those propped
-~ —~_—_at Clexk Training Site
— N T N ——————

e~ Retained Dropped
Mean . - 107.86 101.85
Stang#tq peviatiop 14.86 16.34
Numbe¥ 21 26
—w—\/"\—~/~\jLiLlL§£?

*p £10

The mezf* TBS Sco¥e jis higher in the group thatvachieved nlace-

ment. ¢he diffeXence in scores is, however, not sicgnificant

at the -05 jevel, githough it is significant at the .10 level.
Th? appllcahts scores on the TBS instrument were also |

correlot%g with their scores on the aptitude and schievement

ERikj+cd+c BRA £nT ACk -1 Dlaramont o+ +he ci+tes. Mahle TU=-28 nre-
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sents these correlations. Data on all subjects was not released
by the training site; hence, the table ic based on the scores

of applicants in one month, sixty-one in all.

Table IV-2'

Correlations Between Aptitude Tests and
Tolerance for Bureaucratic Structure
at Clerk Training Site

" Test ) Correlation Number
with TBS
Gates Reading -.265% . 61
California Reading Test | ‘ -.070 6l
Oral Directions Test ‘ -.157 61
Wide Range Ability Test ' -.154 61
* p £.05

Only one of the correlations is significant. There is a
small negative relationship between scores on the Gates Reading
Test and scores on the TBS instrument. Although not signifi-

cant, each of the other correlations is also negative.

2. Urban Bank Training Program

The bank clerical training program provided déta on a
total of 126 trainees. Each of the trainees was tested at the
time of entry into the program. Table IV-26 presents data
relating to the mean score and the reliability of the TBS

instrument for the trainees.
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Table IV-26

Mean, Standard Deviation and Reliability
of Tolerance for Bureaucratic
Structurc¢ at Urban Bank
Training Site

Mean 5.09

Standard Deviatio: _16.38
Number 126
Reliability* .799

* Coefficient Alpha.

. The data at the training program were obtained at the be-
ginning of 1971. Approximately one year after the trainees
were introduced to the training ﬁfogram an attempt was made
to locate those individuals who had completed the training pro-
gram and who were still employed at the bank. Data on the
mean TBS scores of those who were still employed at the bank
and those who had terminated employment are presented in Table
IV-27. In the period in question there were no layoffs so
that termination was the result of either unsatisfactory per-

formance or else voluntary on the part of the employees.
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Table Iv-27

Mean Scores on Toler:ace for Bureaucratic
Structure Instrv.aent for Those

Terminated and ~ose Retailned
in Urban Bank ..aining Site
Group that Group that
_ remained on job " left job
Mean - 50.44 45,74
Standard Deviation 16.14 17.93
Nunber 63 63
t = 1,72%

* p L£.05

There is a swmall but significant difference in the scores
of the two groups. There was a slight‘tendéncy for those who
stayed on the job to have somewhat higher TBS scores than
those who left the job.

In addition to obtaining data relating to retention on the
job data were obtgined regarding other test scores. These
test scores were correlated with the scores on the TBS instru~
ment. Table IV-28 presents the correlation.

Note that the correlations are mixed. None of the correla-

tions is significant.
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Table IV-28

Correlations Between Aptitude Tests and
Tolerance for Bureaucratic Structure
at an Urban Bank Training Site

.Test Correlations Number
7 with TBS
Perceptual skills . . 149 79
Able vocabulary -.054 79
Number coding -.070 79
Letter coding -.011 79
Spelling .024 79
Arithmetic -.054 79
Gates reading comprehension __~—.049 79

D. University Secretaries

The‘data obtained from each of the separate sites were
combined for analysis. The data were obtained by distributing
the questionnaires to the secretaries at their place of work in
the morning and picking them up in the afternoon. The secretar-
ies who filled out the questionnaire were not supervised while
it was being filled out. Each was assured of complete anonymity
in the study and was not required to sign their name to the
questionnaire, although in some cases they did. No direct data
on the response rate to the guestionnaire could be obtained since
the questionnaires were distributed in a face to face setting
and the secretary could refuse to accept one. However among
those secretaries who accepted the questionnaire only a small

QO  fraction did not return it.
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Because the yuestionnaire was self administered there were

many cases in which the respondentdid no~ choose to answer a
particular question. Consequently the number responding to
many of the questions varied guite considerably.

| Table IV-29 presents the mean scores and the reliability
estimates of the instrument among the college secretaries.
Note that the mean score is lower than the mean scores in the
other sites we have discussed so far. .Given the fact that as
a clerical job the job of college secretary is relatively un-

structured the relatively low mean score is not surprising.

-

L.

Table IV-29

Mean, Standard Deviation and Reliability
of Tolerance for Bureaucratic
Structure in College
Secretary Sites

Mean ~ 87.82
Standard Deviation 17.43
Number 168

Reliability¥* .862

* Coefficient Alpha

Table IV-30 presents the correlations between scores on
the TBS instrument and selected demographic variables. Included
among the variables are questions relating to the work history

and the work intentions of the secretaries.
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Table IV-30
Correlation Between Selected Demographic

Variable and Tolerance for Bureaucratic
Structure in College Secretary Sites

Variable . Correlation Nv oo
& g - E=L) .034 166
Age  .375%% 162
Education -, I1l6** . 164
Number of children | Ll T4 139
Months employed full time -.186%* 160
Number of different jobs 087 150
Length of time on this job ~-.088 157
How long will they remain .265%%* 157
Would you do it again :

(y=2, n=1) _ C 294k 158

* p < .05

*¥*% p «£ .01

Consistent with previously reported findings there is a
positive correlation betwe@en age and TBS. In interpreting the
negative correlation between education and TBS one should bear
in mind that this group of secretaries is on the average guite
well educated. The positive correlation between number oif
children and TBS is consistent with previously reported findings.
With respect to work history variables there is a low negative
correlation between the number of months employed full time in
the past two years and TBS. This is contrar . %o expectations
and findings with other samples. Neverthele =, this correlation

Qis of such a magnitude t: a4+ it indicates if :here is such a
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relationship it is a very slight one.

Those high in TBS terd o report that they will plan to re-
main on the job for longer . :ricds of tii - ana t &t if they had
.ve L 2 uves again they would be doing the same thing.

Since we are unable to ob*ain data reflecting on the level
of performance of these workers on the job we attempted to use
a measure £ job satisfaction as an index of the wvalidity of
our instrumsznt. We have used the Brayfield Scale.

Tabl= I'V-31 presents the correlations between the scores
on the Brayfielé& job satisfaction scale and selected demographic
variables. The more satisfied workers tend to be older, less
well educazed and have more children than the less satisfied
workers. “They have been on the job for a longer period of tiime
and inten. to remain on the job for a longer period of time and
willing %o do the same thing if they had their lives to live
over agaln.

Thewe is a moderate positive correlation (r = .39) between
Tolerance: for Bureaucratic Structure and Job Satisfaction in
this site . The happiest workers seem to be those with the
higher d&gfée of Tolerance for Structure. ’This positive cor-
relation remains even when the relationships between each of
the demographic variables is partialed out one at a time. For
example, che demographic variable with the largest correlation
with-bott TBS and Satisfaction and controlling for age is .287
(p .01, Each of the other partial correlations between
TBS and Savisfacticrn controlling for demographic variables ié

larger.
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Therefore, there is a slight ... . ficant tendencvy :or
TBS to be related to job satisfaction in this site and the
relationship between tha two cannot be accounted for on the

‘basis of any of the possible third variables on which data was

collected.
Table 1IV-31
Correlation Between Job Satisfaction
and Certain Demographic¢ Variables
and Tolerance for Structure o

Variable Correlation with Number

_ Job Satisfaction i}
Sex .030 154
Age . 375%% 150
Education | -, 412%* 153
Number of children .300** 127
Months employed full time ~.075 148
Number of different jobs ~.053 138
Length of time on job 172 147
How long will they remain . 372%* 146
Would you do it again . 408** 149

(y=2, n=1)

TBS | . 387*% 156

* p < .05
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E. Nurses' Aides

The data on nurses' aides were obtained from two hospitals
in New York City. For purposes of analysis, the data are com-
bined. Questionnaires were distributed through the supervisors
of the nurses' aides to be filled out on the job. The super-~
visor was also responsible for the collection of the question=-
naires. The aides were assured anonymity since they did not
have to sign their name to the questionnaire and since appropriate
steps were taken to prevent ﬁhe supervisor from finding out in-
directly which questionnaire was filled out by particular aides.
No estimate of the response rate is possible since administra-
tion was in the hands of the hospital staff. In both hospitals
the administrators claimed that each of the aides to whom a
questionnaire was delivered responded.

Table IV-32 presents the data with respect to the mean

scores and the reliability of the instrument.

) Table IV-32

Mean, Standard Deviation and Reliability of
Tolerance for Bureaucratic Structure
in Nurses' Aides Site

Mean _ 99.56
Standard Deviation 12.73
Number 195

Reliability¥ .717

* Coefficient Alpha.
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Note that the mean score is relatively high as contraséed with
other groups tested. This high mean score is not unexpected
since the job of nurses' aide is one of the more structured jobs
among thnse we examined,

| Table IV-33 presents the corrmnlations between TBS and
selected demographic variables. Included among the demographic
variables are questions relating to the work history and satis-

faction of the worker.

Table IV-33

Correlations Between Tolerance for Bureaucratic
Structure and Select Demographic Variable
at Nurses' Aide Site

Variable ' , Correlation Number
with TBS
Sex (m= 1, f= 2) .084 194
Age .128% 154
Education _ . ~.200%%* 183
Number of children c127%%* 177
Months full time -.013 150
Number of different jobs ~.184 171
Length of time of job -.100 | 184
How long intend remaining W 242%% 168
on job
Would you do it again .180*% 184
(y=2, n=1)

** pe .01
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As seen in Table IV-33 there is a positive correlation
between age and TBS. There is a slight tendency fcr older
aides to be more tolerant of structure than younger ajdes.

There is negative correlation between education and TBS.
The more educated aides tend to be less tolerant of structure.
There is a positive correlation betﬁeen the number of children
and TBS. The correlation between the number of jobs that the
aides has held in the past two years and TBS is negative as,,
expected. Similarly there is a slight teﬁéency for aides
higher in tolerance to report they intend to remain on this job
longer than aides low in tolerance and that they would do the
same job if they lived life over.

In the Nurses' Aides site it was not possible to obtain
performance ratings for the workers. Ccnsequently the relation-
ship between TBS and job satisfaction was examined. Job satis-
faction was measured using the Brayfield scale.

There is a positive‘correlation between TBS and Job Satis-
faction. The more toler%nt workers tend to be the happier
workers. Even with the #elationships between TBS, Job Satis-
faction and other demogr%phic variablas controlled by computing
partial correlations, the relationship between TBS and Job
Satisfaction still remains. For example, taking the variable
with the highest correlation with TBS and Satisfaction, education,
and computing a partial correlation with TBS and Satisfaction
controlling for education, the correlation is .334 (p less than
.01). Therefore, there seems to be a relationship between

Tolerance for_Bureaucratic Structure and Satisfaction which

Q  ~anna+ ha amcmmieAd FAr on +ha hacie ~f ralatinnchina with the
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demographic data that we have collected. In this relatively
structured work situation the more tolerant workers report that
they are more satisfied with their jobs.

Table III-34 presents the correlations of the Satisfaction
measure with the demographic variables and with the work history

variables.

Table IV-34

Correlations Between Job Satisfaction Selected
Demographic Variables and Tolerance for
Bureaucratic Structure in Nurses'
Aide Sites

Variavle Correlation with Numbexr
Job Satisfaction

Sex -.024 185
Age .084 149
Education -.213%% 174
Number of children .097 169
Months full time .069 145
Number of different Jjobs -.010 163
Length of time on job -.044 176
How long intend remaining

on job .245%% - 162
Would you do it again 227 %% 175
TBS .364%*% i86

* p < .,05
** p« .01

There is a slight tendency for the less well educated aides
to be more satisfied with their jobs. The more highly satisfied
ajides also intended to remain on the Jjob for a longer period of

ERi(: time and tended to say they would do the same thing in life if

Full Tt Provided by ERIC.
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they had it to live over.

F. Nursing Students

The nursing students in our sample are juniors and graduating
seniors from a single collegiate nursing school. Students in
their last two years of training wer: asked to fill out the
questionnaire while attending a required class. Students were
assured complete anonymity and they were told not to sign their
name to the instrument. The guestionnaires were collected in
a manner such that a particular students responses could not be
identified. Since the instrument was administered in a class-
room situation, control could not be exercised over the partic-
‘ular responses to each question and consequently %the number of
responses differs from question to guestion.

While the nursing student site is a training program the
students are required, as a part of their training to work in
the hospital under supervision. Consequently the program has
some of the aspects of an actual work setting.

Table IV-35 presents the mean scores and the reliability
of the TBS instrument. Note that the mean score in this group
is quite low relative to other groups tested.

The group of nursing students is homogeneous with
respect to most of the demographic variables. They have compar-
able amounts of education, are of similar ages, etc. Consequently
the relationship between the scores on the TBS instrument and
the demographic variables.may not be as meaningful as in other

~

sites.
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Table IV-35

Mean, Standard Deviation and Reliability of
Tolerance for Bureaucratic Structure
in Nursing Student Site

Mean 80.13
Standard Deviation 13.21
Number 173

Reliability®* .772

* Cocefficient Alpha.

Table IV-36 presents the correlations between TBS and the

demographic variables. Only one of the correlations is significant.

Table IV-36

Correlations Between Selected Demodaraphic
Variables and Tolerance for
Bureaucratic Structure in
Nursing Student Site

Variable Correlation ‘ Number

with TBS

Sex (m=1, £=2) . 115 173
Age .134% 171
Education .099 | 171
Number of children .124 79
Would you do it again .020 159
(y=2, n=1) _
* p .05

There is a tendency for older students to be slightly more

tolerant of structure.
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Again we obtained no measure of the performance ocf the
students and so we relied on the expressed satisfaction of the
students with the job of nurse. Table IV-37 presents the correla-
tions between the Brayfield Satisfaction measure and the demo-

gréphic variables and TBS.

Table IV-37

Correlations Between Selected Demographic
Variables, Tolerance for Bureaucratic
Structure and Job Satisfaction in
Nursing Student Site

Variable Correlation with Number
' Job Satisfaction

Sex .037 158
Age .141%* 156
Education .025 156
Number of childr=n .173 73
Would you do it again .242% 144
(y=2, n=1)

TBS . 144% 158
* p<«L .05

There is a very small correlation between TBS and Job
Satisfaction, although it is significant. However, when this
correlation is controlled for age, the correlation drops from
.144 to .128 which is not significant. Hence, the relationship
between TBS and Satisfaction is less clear cut in this site

than in others we have examined.



295

There is a slight tendency for the older students to be
more satisfied with the job of nurse. Similarly those students
who said that they would do the same thing over again if they

could choose again, are slightly more satisfied.

G. Office Temporary Workers

The data on office temporary workers were obtained from
three office temporary firms. Two of the firms were located in
New York City while the third was located in a large midwestern
city. In each of the sites the gquestionnaires were distributed
to workers along with their pay check. Workers were asked to
fill it out on their own and mail it directly to the investi-
gators. Workefs were not required to sign their names to the
questionnaire and were assured anonymity of responses. A total
of approximately 450 questionnaires were distributed to the
administrators of the office temporary firms for distribution.
A total of 348 usable responses were obtained.

The office temporary site is interesting in that the work
done by most of the workers is relatively structured. A majority
of the office temporary personnel are employed in routine
clerical and secretarial jobs. However the conditions of work
change frequently.. A particular individual will typically
not work for an extended period of time at one job and mav not
be reqﬁired to work on a full time basis.

Table IV-38 presénts the mean scores and the reliability
estimate in the Office Temporary Site. For purposes of analysis
the data from the three sites were combined. The mean score

Q

ER&(j obtained in this group is somewhat lower than the mean score

Full Tt Provided by ERIC.
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obtained among other groups of clerical workers.

Table IV-38

Mean, Standard Deviation and Reliability
of Tolerance for Bureaucratic
Structure in Office
Temporary Sites

Mean 95.88
Standard Deviation 17.18
Number 348

Reliability* .813

* Coefficient alpha.

Table IV—39 presents the correlations between selected
demographic variables and scores on the Tolerance Ior Buareaau-
cratic Structure instrument.

There is a significant, though small, tendency for the
women in the sample to score higher on TBS. Congruent with the
result; in other groups there is a positive correlation between
age and TBS. Older workers have slightly higher TBS scores.
There is a slight tendency for the more educated workers to
have lower TBS scores. Workers with more children have slightly
higher TBS scores.

With respect to the work history variables, individuals
high in TBS have'somewhat more stable work histories and seem

to intend to remain on their present job. There is a tendency
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different jobs in the past two years, that they have been on

this present job for a longer period of time and that they intend
to stay with this job for a longer pericd of time than workers
low in structure. Workers high in TBS are alsc more likely

to say they would do the same job if they had life to live

over again.

Table IV-39

Correlations Between Selected Demographic
Variables and Tolerance for Bureaucratic
Structure at Office Temporary Sites

Variable ‘ Correlation Number
L with TBS

Sex (m =1, £=2) J177%* 347

Age .337%* 336

Education -.310%** 345

Number of children .158%** 276

Months eﬁployed full time .065 302

Number of different jobs ~.239%** 303

Length of time on job L161** 255

How long intend remaining on .100* 286
job

Would you do it again L227%% 321
(y=2, n=1)

* p<£.05

** p<L.0l
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In addition to examining the relationship between TRS
and the demographic variables, we also examined the relation-
ship between job satisfaction and both the demographic variables
and Tolerance for Bureaucratic Structure. Table IV-40 presents
the appropriate correlations between the Brayfield scale and
the other variables. There is a slight tendency for the women
in the sample to be more satisfied with their jobs. Older and
less well educated workers are also more satisfied. Workers

with more children are more satisfied.

Table IV-40

Correlation Between Selected Demographic Variables,
Tolerance for Bureaucratic Structure and
Job Satisfaction at Office Temporary

Sites -
Variable Correlation with Number -
job satisfaction
Sex (m=1, f£=2) . .101*% 329
Age . 294%% 31¢g
Education ~.153%** 327
Number of children .197** 261
Months employed full time L112%* _ 287
Number of different jobs -.,105* 288
Length of time on job L214%* 252
How long intend remaining .31l6** 283
on job
Would you do it again .388%%* 309
(y=2, n=1)
TBS 409 ** __330
* p < ,05
*¥* po.01
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There is a slight tendency for more satisfied workers to
have had a more stable work history. They were employed more
months full time in the past two years at fewer jobs and have
been at their present Jjob for a longer period of time. Since
the questions relating to future job plans and the preference
of the worker to do the same thing if he had life to live over
again are kinds of job satisfaction measures, it is not sur-
prising to find that they correlate with the Brayfield satis-
faction measure.

Finally there is a positive correlation between TBS and
job satisfaction. This positive correlation cannot be accounted
for on the basis of the relationships with any demographic
data we collected. The partial correlation between TBS and
satisfaction remains .344°'(p less than .01) when partialing out
the relationship with age. Hence, there is a tendency for

more tolerant workers to be more satisfied with their jobs.

H. Taxi Drivers

The data on Taxi Drivers were obtained from two garages
in New York City. The data from the two garages were combined
for analysis. Questionnaires were distributed directly to the
drivers at the beginning of the shift by a researcher with the
cooperation of a union representative. At the end of the shift
the rescarcher collected the questionnaires from those who had
completed it. The shifts chosen included both day and night
shifts.

The drivers were assured anonymity of response and were

@ not required to sign their names to the questiornaire. No
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estime. - of .he response rate can be made since it was possible
fcr th. driv.r to either refuse to take the questionnaire with
him or =2lse _f ke ook 1t with him, not to return it. A total
of 500 rue~t_cnnaires were distributed and ¢ f these 332 were
returned.

The jobk o0Z taxi driver is relatively low in structure and
conseguently thie expected mean score on the TBS instrument
would be gui<ze lcw. Table IV-41 presents the mean score and

the reliabil. .y of the instrument in the site.

Table IV-41

Mean, Standard Deviation, and
Reliability of Toierance for
Bureaucratic Structure in
Taxi Driver Site

Mean 83.37
Standard Deviation 17.64
Number 332
Reliability* .847

* Coefficient Alpha.

As exXpected, the mean score is relatively 1low.
Table IV-42 presents the correlations between Tolerance
for Structure and selected demographic and work history variables.
There is a tendency for males in the site to be slightly
more tolerant of structure. Since there were only a few women

in the site, this relationship may be spurious.
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Table IV-42

Correlation Between Selected Demographic
Variables and Tolerance for
Bureaucratic Structure at
Taxi Driver Site

Variable Correlation Numbex
with TBS _ )
Sex (m=1, f=2) -.126* 317
Age .540%* B 314
Education -, 377** 314
Number of children .338%*%* 292
Number of months, full time LAB2** 296
Number of different jobs .390%%* 301
Length of time on job .361*%* 308
Would you do it again _ .075 295
(y=2, n=1) : -
* psL.05
** ps .01

There is a tendency for older drivers and less well educated
drivers to be more tolerant of structure. Similarly those
drivers with more children are slightly more tolerant of
structure.

Even in this relatively unstructured job there is a small
trend for a stable work history to be related to tolerance for
structure. There is a small tendency for workers high in TBS
to report having worked for a longer period of time in the last
two years, and at fewer different jobs. They alsc report that
they have been employed for a longer period of time on thecir

current jobs.
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The correlation between the guestion of whether the driver
would do the same type of work again and TBS is not significant.

In addition to examining the relationship between TBS and
job satisfaction, we also looked at the relationships between
expressed satisfaction as measured by the Bravfield scale and
the demographic and work history variables. The correlations

are presented in Table IV-43.

Table IV-43

3

Correlations Between Selected Demographic
Variables, Tolerance for Bureaucratic
Structure and Job Satisfaction at
Taxi Driver Site

Variable ' Correlation with Number
job satisfaction
Sex (m=1, £=2) . .009 317
Age L219%% 314
Education ~.167** 314
Number of children .198** 292
Number of months full time .231** 296
Number of different jobs L 199%# 301
Length of time on job .121* 308
Would you do it again .323%* 295
(v=2. n=1)
- 1TBS ' .386** 331
* p«£.05

% p. .01
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Consiste nt with findings in other sites there is a tendency
for older, less well educated workers with more children to be
mdre satisfied with their work. The workers with more stable
work histories also tend to be more satisfied. The more satis-
fied workers have worked more months full-time at fewer Jjobs
and have been at their present jcb for a longer period of time
than less satisfied taxi drivers.

There is also a tendency for workers who are more satis-
fied with their jobs to state that if they could live life over
again they would do the same 3job again.

Even in this relatively uastructured work setting, there is
a positive correlation between TBS and job satisfaction.

This correlation is significant even when relationships
with third variables are controlled. The variable with the

largest correlations with both TBS and Job Satisfaction is age.

The partial correlation between TBS and Job Satisfaction con-

trolling for age is .326 (p less than .0l). Therefore, there is
a small but significant relationship between TBS and Job Satis-
faction in this unstructured job which cannot be accounted for

by relationships with the demographic variables we examined.

I. 1Industrial Workers

The data on the industrial workers was dathered from three
rather distinct sites: an electronic components manufacturing
firm; a large, urban garment factory; and a textile printing
firm. Because the sites differed considerably both in the kinds

of workers employed and in the kinds of work done, the data will

~ be analyzed separately for each site.



1. Textile Printing Workers

TQ@ first site to be discussed is the Textile Printing Site.
The factory located in New Jersey employs a number of workers
involved in tending and operating printing machines. During the
Surmer cf 1970, these workers were given the TBS instrument by
a personnel administrator in the factory. Workers were required
to sign their names to the questionnaire although they were
told that the4answers to the gquestionnaire would be used for
research purposes only.

Table IV-44 presents the means and the reiiability of the
TBS instrument in the site. This is not unexpected given the

relatively structure nature of the woik done on the site.

Table IV-44

Mean, Standard Deviation and Reliability
of Tolerance for Bureaucratic Structure
in Textile Printing Machine
Worker Site

Mean 101.15
Standard Deviation 15,37
Number 47

Reliability?* .814

* Coefficient Alpha.

Table IV~45 presents the correlations between the TBS
scores and selected demographic variables in the group. The
results are generally consistant with findings for other groups

of workers. There is a tendency for older, less well educated
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workers to be somewhat higher in Tolerance for Bureaucratic

Structure. Similarly, there is a tendency for workers with

high TBS scores to have somewhat more stable work histories.
There is a small positive correlation between TBS and the number

of months worked full time in the past two years.

Table IV-45

Correlation Between Selected Demographic
Variables and Tolerance for
Bureaucratic Structure
in Textile Worker
Site

Variable Correlation ‘Number
with TBS

Sex (m=1, £f=2) -.147 47

Age .262% 47

Education -.259% 46

Number of children .065 47

Number of months full time .286%* 46
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performance. Taﬁle IV-46 presents the mean scoxres of those who
remained employed compared with mean scores of those who left
this job.

The data suggest a tendency for workers high in TBS to
remain on fhis job and for workers low in TBS to leave. The
difference in mean scores represents a .difference of about two

thirds of a standard deviation.

Table IV-46

Means‘and Standard Deviation of Tolerance for
Bureaucratic Structure in Textile
Printing Worker Site

Workers who Workers who
remained left
Mean 148. 86 139.17
Standard Deviation | 15.20 | 14.86
Numbe r 22 - 23

t = 2.16 (b £ .05)
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of the response rate. A worker could refuse to accept a question-—
naire or might accept it and not £i1l it out. In addition a
small but significant number of the workers in the factory are
unable to read English and consequently could not aﬁswer the
in;trument. Workers were assured anonymity of responses and
were not asked to sign their name'ﬁo the instrument.

Taple IV-47 presents the mean TBS score in the site as

well as the reliability of the instrument. The mean score is

somewhat lower than the mean score in other structured work

sites.
Table IvV-47
Mean, Standard Deviation and Reliability
of Tolerance for Bureaucratic
Struzture in Garment
Operator Site
Mean : 90, 38

Standard Deviation 13.28
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their work life again. None of the other relationships with the

demographic and work history variables is significant.

. Table IV-48

Correlations Between Selected Demographic
Variables and Tolerance for
Bureaucratic Structure in
Garment Operator Site

Variable Correlation Number
with TBS
Sex (m=l, f=2) : .162% 153
Age .115 - 139
Education ' -.105 148
Number of children ' .030 138
Number of months full time .034 143
Number of different jobs .020 133
Length of time on job -.112 - 142
How long inteﬁd remaining .082 137

on job
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[3

the TBS scores, the relationships with the work history variables

are not significant.

Table IV-49

Correlations Between Selected Demographic
Variables, Tolerance for Bureaucratic
Structure and Job Satisfaction
in Garment Operator Site

«Variable Correlation with Number
job satisfaction
Sex (m=1, £=2) .285%* 140
Age -.022 127
Education ~.114 136
Number of children ' -.001 128
Number of months employed -.026 132
full tame
Number of different jobs .183 | 124
Length of time on job ' -.121 134

How long intend remaining .029 13%
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Therefore, in this highly structured job, there is a positive

relationship between Tolerance for Structure and the expressed

satisfaction of the worker with the job.

3. Electronic Assemblers

Data were obtained from a West Coast electronic components
manufacturing firm. Questionnaires were distributed to the
workers at the factory by their supervisors. The. supervisors
informed the workers that the questionnaire would be used for
research purposes only. The supervisors told the workers that
they need not sign their names and provided them with an envelope
to mail the completed questionnaire directly to the researchers.

Table IV-50 presents.the mean scores and the reliability
estimate in the site. As one would expect the mean score is
relatively high. The jobs at this factory are relatively

structured compared with other sites.

Table IV-50

Mean, Standard Deviation and Reliability

AF MAT mrrmnm~mA Fmar Danama mtamar 3
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Table IV-51

Correlations Between Selected Demographic Variables
and Tolerance for Bureaucratic Structure in
Electronic Assembler Site

Variable Correlation Number
____with TBS

Sex (m=1, f=2) L4911 %% 30

Age . 098 30

Education -. 258 | 30

Nuﬁber of children ' , 358%* 29

Number oif menths employed -. 041 | 29
full time

Number of different jobs -.418*%% 29

Length of time on job .214 30

Length of time intend .240% 29
remaining -on job

Do it again (y=2, n=1) .287 28
* p< .05 |

** p< .01

There is a tendency for women to be somewhat higher in
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IV-52 presents these correlations.

Table IV-52

Correlations Between Selected Demographic Variables,
Tolerance for Bureaucratic Structure and
Job Satisfaction in Electronic
Assembler Site

Variable Correlation with . Number
Satisfaction
Sex (m=1, f=2) ~.221° 30
Age ‘ .230 30
Education .011 30
Number of children .199 29
Number months employed 271 . 29
full time .
Number of different jobs ~.005 29
Length of time on job . 153 30
Length of time intend .618%* 29

remaining on job

Do it again (v=2, n=1) -.153 28




313

because of the relatively small N in this group.

J. Unemployed Workers

Data on a number of unemployed workers were obtained at two
unemployment offices in the New York metropolitan area. Question-
naires were distributed to the individuals at the employment
center aiong with an envelope for mailing the responses to the
researchers. While no completely accurate estimate of the
response rate can be made a total of 150 questionnaires were
distributed and 73 respoiises were obtained.

Table IV-53 presents data regarding the mean standard
deviation and reliability of the instrument. The mean score
in this group is guite low relative to other groups which have

been tested.

Table IV-53
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One correlation is signitficant. There i1s a tendency for better
educated individuals to be somewhat less tolerant of structure
than those who are not as well educated. It should be noted

that the mean gducational level in this group is comparatively

high.
Table IV-54
Correlations Between Selected Demographic
Variables and Tolerance for
Bureaucratic Structure Among
Unemployed Middle Class
Workers
Variable Correlation Number
with TBS

Sex (m=1, f=2) -.063 72
Age . 115 70
Education -.345%% 71
Number of children -.115 | 46
Number of months employed -.026 65

1111 +49 ma
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tions is significant. There'is a tendency for individuals high
in Job Satisfaction to report that, if they could live life over
again, they would take the same job again.

The correlation between TBS and Job Satisfaction is not
significant. It is the only correlation obtained between TBS

and satisfaction that is negative.

Table IV-55

‘Correlation Between Selected Demographic Variables,
Tolerance for Bureaucratic Structure and Job
Satisfaction Among Unemployed Middle
Class Workers

Variable Correlation with Number
ok satisfaction

Sex (m=l, f=2) .253 52

Age | ’ -.350 50

Education .133 52

Number of childrcn -.240 29

Number of months employed ‘ -.035 v 47

full time
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V. THE FACTOR STRUCTURE OF THE TOLERANCE FOR

BUREAUCRATIC STRUCTURE INSTRUMENT

The responses made by some 440 individuals enrolled in
the various Job Training Programs as well as those employed in
the Bank Clerical Worker site were factor analyzed. The prin-
cipal axis method with verimax orthogonal rotations was used in
this analysis. The Kiel Wrigley criterion was employed to de-
termine the number of factors to rotate. Table V-1 presents
the rotated factor loadings for solution. Table V-2 presents the
arrays for each of the factors. As indicated in the Tables, eight
factors emerged. 1In interpreting the Tables, it should be noted
that to remove negative loadings each question was scored so
that a bureaucratic answer scored high.

The first factor deals with rules on the 7Jjob and accounts
for approximately 20% of the common factor variance. The items
on this factor indicate a general dislike or disrespect for
rules and orders.

The second factor deals with the desire for direction and

~ LY P ~ LR P



Table V-1

VARIMAX ROTATION ANALYSIS: ‘'I'OLERAI
FOR BUREAUCRATIC STRUCTURE

Rotated Factor Loadings

Item
1 2 3 4 w
1 -.044 .120 -.037 .184 ..
2 .341%* .043 -.009 L111 iy
3 .059 .034 .139 .217 .
4 .001 .142 -.247 -,033 N
5 .093 .201 .415 .013 -
6 -.192 .120 -.196 -.002 .
7 . 340 .205 .197 .149 -.
8 L144 .136 .082 .159 .
S .003 .071 -.080 -.019 .
10 .542 .055 .131 .025 ..
11 : .612 .064 -.017 .157 o
12 . . .309 .239 .088 .129 -.
13 .120 .024 177 -.022 -.
14 .104 . .065 .027 .094 .
15 : .059 .342 .134 .020 N
16 .055 .060 -.162 -.067 .
17 .106 .006 .149 .429 -
18 -.108 ;241 .061 .042 . .
19 .011 -.110 .533 -.002 -.
20 .028 -.016 .565 .032 -.
21 .045 .439 -.130 .079 . .
22 .015 128 -.106 -.061 .
23 .270 -.020 .000 -.188 A
24 .399 .066 -.048 .030 .
25 .093 .054 -.018  .474 .
26 .120 -.051 .131 .005 .
27 -.032 -.065 -.049 .282 .
28 . .158 .017 .528 ~-.011 .
29 . .073 .216 .083 -.084 -
30 : .021 .332 .011 .136 .

* Underlined loadings represent the highest loadings of a par

O

Aruitoxt provided by Eic:

E



Rotated Factor Loadings

Table V-1 cantinucd

Itemn
1 2 3 4
31 .065 .134 .076 .131 .
32 .120 .041 .086 -.032 .
33 .242 .005 .101 .027 .
34 .061 .138 .288 .137 )
35 .115 .271 .093 .032 .
36 -.017 .135 .431 .024 .
37 .011 .079 .166 .176 .
38 23227 .049 .044 -.008 .
39 .243 -.173 ~.020 .021 .
40 .387 .071 .133 -.187 .
41 V211 .064 .053 -.146 .
42 .477 -.111 .087 .056 .
43 .084 .409 .096 -.031 .

—

-* Underlined loadings represent the highest loadings of a part

O

Aruitoxt provided by Eic:

E



Table V-2
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Items With Their Highest Loading on Factor 1 and Their
Factor Loadings
Item
number Iten ' Loading
11. It seems to me that most rules on the job .612
are not really needed.
10. The worst part about working is liaving to .542
take orders.
42. Most formen are too bossy. : : .477
24. If a boss gives you a bad job he ought to .399
be told off.
40. - Workers often know more than bosses. .387
2. ‘ Often the only thing wrong with breaking . 341
a rule is getting caught.
7. When I apply for a job I get very mad . 340
if they make me wait to find out if I
got the job.
38. People who refuse to obey orders on the . 322
job are often right.
12. Sometimes I wish I could change jobs .309
every few months.
Items With Highest Loadings, By Factor
A. Factor II
Item _
nunt>er Ttem - Loading
21. | When I am working, I 1like my boss .439
tc tell me how he thinks I am doing.
43. I enjoyed filling out this form. .409
15. I like people telling me how to do .342
things.
30. I think a boss has the right- to tell .332
you exactly what to do.
B. Factor III
20. I like the responsibility of working .565
without a boss.
19. I would like a job where I had more .533
control over the way I work
28. It is better to be your own boss than .528
to work for someone else.
. 36. I like to set my own pace when working. .431
Y 5 I would like to have a job where I could . 415

set the hours.




| Table V-2 Continued

C. Factor IV

320

Item
number Item Loading
25. If a person is late for work, he 474
should not be paid for the time.
17. A boss should expect you to take a .429
sick day for personal business when
you need it.
D. Factor V
16. It is important to save a regular .401
part of your salary each week. :
3. It makes me angry to see other people .395
wasting time on the job.
14. If everybody obeyed the rules at .395
work, there would be fewer accidents
22. I like to work at a steady speed. .341
4, It is often good to wait and think . 309
things over before deciding.
32. Even if I don't like a rule, I usually . 305
obey it. L
E. Factor IV
9, I usually do what the boss savs even . 475
if I do not agree with him.
8. I think most bosses know what they are . 402
doing.
32. Even if I don't like a rule I wusually . 369
obey it.
35. A company has the right to tell you what  .375
to wear to work.
F., Factor VII
26. If I won a lot of money, I would first .447
take a wvacation.
23. I like to spend money as soon as I get it..410
28. It is better to be your own boss than to .369
work for someone else.
31. It is smart to take a chance once in a .344
while.
Sometimes I wish I could change jobs . 306

every few months.
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Table V-2 Continued

. Factor VIII

Item
number Itenm Loading
18. Work is the most important thing .432
° in life.
27. What happens to you in life depends . 341
on hard work.
6. The best job for me would be one . 337

where you knew exactly what you had
to do even if you did not know why
you had to do it.

The remaining four factors deal with Responsibility, both
personal and work (Factor V), the Intelligence of Rules (VI),

Personal Recklessness (VII), and Work as a value (VIII).

A. The validity of Sub-Scores

Beginning with the eight factors extracted from the ortho-
gonal factor analysis, scores were computed for subscales com-
posed of the items which had highest loadings on the factors
described above. While these scores are not factor scores, they
do reflect the factor stfucture of the instrument.

Using the New York City Bank Site, sub-scores on the
eight dimensions were computed. Tables V-3 and V-4 present the
meahs, standard deviations, and reliabilities of the sub-scores.
The scores were computed separately for each of the two waves
of responaents at the Bank. Note that in both groups the first
scale "Rules" seems to be the most reliable.

Using &s a criterion variable supervisory ratings of the
workers, correlations were computed between the scores on the

various scales and the ratings. Table V-5 and V-6 present these
correlations. '



Table V-3
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Means, Standard Deviation and Reliability
Estimate of Scale Scores in Bank
Clerical Site
Mean Standard Reliability?
Deviation

I . Rules 23.87 5.14 .700
II Preference for

Structure 3.0.38 2.72 .452
IiT Desire for

Independence 8.25 3.10 .473
Iv Reciprocal

Rights 2.77 1.87 .312
v Responsibility 15.16 .24 .229
VI Intelligence of

Rules 10.27 2.52 ., 405
VII Personal

Recklessness 11.44 3.34 LA472
VIIi Work as a value 5.53 2.50 7.303

* Coefficient Alpha.

Note that in both samples the "Rules" subscale has a number of
significant correlations with the criterion variables. Factor
TIT (Work as a Value' seems to have rather consistent negative

relationships with the criterion ratings.

B. Second OrJder Factor Analysis

The orthogonal factor analysis yielded eight factors. In
order to further examine the factor structure of the instrument
without forcing orthogonality on the results, a principle axis

factor analysis with promax obligue rotations was carried out.
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Table V-4

Means, Standard Deviation and Reliability
Estimates of Scale Scores in BRank
Clerical Site

Mean Standard Reliability
Deviation Vv

I Rules 24.04 5.03 .677
1T Preference for

Structure 9.96 2.73 .446
I1T Desire for

Independence 8.54 3.31 .553
v Reciprocal |

Rights 3.20 1.71 .330
Y Responsibility 15.28 2.57 .434
Vi Intelligence of

Rules 9.61 2.48 .290
VII Personal ~ )

Recklessness 11.57 3.13 .487
VIII Work as a

value ; 4.99 2.51 .394

* Coefficient Alpha.
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Table V-5

Correlatiors Between Scale Scores and Supervisory Ratings
At a Bank Clerical Site
(N=61)

Lffort
Initiative

Promotion
Potential

Accuracy
Speed

Job
Xnowledge

Learning
Ability
Emotional
Stability
Dependability
Relationship

with Custo-
mers

Relations
with
Co-~workers

Scale Scores

1 11 I1T iv \Y VI VI VIII
Rules Preference Desire Recip- Respon- Intelligence Personal Work as a
for for rocal sibility of Reckless- Value
Structure Independence Rights Rules ness
. 355%% .038 .215%* .088 -.038 -.069 .174 ~-.052
.394%% . 145 112 . 159 031 .094 .263% -.138
—.322%% .056 .090 .143 . 100 -.042 .274%* -.254%*
.323%% .123 .218%* .159 ~-.007 .026 .275% -.118
.115 -.009 .246% -.094 ~.G46 -.108 .120 -.168
.303** -,007 .256%* 172 ~-.097 -.111 .078 ~.152
.237% -.011 . 145 .148 .012 -.117 .213* -.322%%
.289%* .043 .178 -070 -.120 -.119 .035 -.200
.416%* .060 .239%* _ .186 .008 ~.110 .261%* -.267%
.214%* .031 .316%% -.336%% .134 -.093 177 -.454%*%*

45 7** .060 .263* .243% -.021 -.123 .163 . -.078

z
1
H
H

O
°
CONTINUEL ~4

S T
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Table V-5 Continucd :

Scale Scores

I 1T III Iv \Y VI VIiI Viil
Rules Preference Desire Recip- Respon- Intelligence Personal Work as
for . for rocal sibility of Reckless- Value
Structure Independence Rights Rules ness
Relations
with
Superiors .516%* .214% .228% .255% -.037 -.114 .315%*%* -.216%
Punctu- i
ality . 105 .174 .163 .034 .003 -.033 107 -,0867
Attendance .291* .233%* . 189 .152 143 .144 .107 -.296%
Appearance «326%% .030 .052 .174 -.112 -.013 .088 -.247%
Rules and
Regulations .333** ~-,003 .177 .220% . 046 .006 .047 -.198
Overall
Evaluation .370**  -,016 J297% 134 .045 -.124 .260% -.201
* p < .05
** r « .01
O
&l

Aruitoxt provided by Eic:

E



Table V-6

Correlations Between Scale Scores and Supervisory Ratings
at Bank Clerical Site
(N=131)

326

Lffort
Initiative

vromotion
Potential

Accuracy
Speed

Job
¥nowledge

Learning
Ability

Lmotional
Stability

Depend-
ability

Relations
with
Customers

Relations
with
Co-~workers

Scale Scores

I 11 - 111 v \Y) vi Vil VIII
Rules Preference Desire Recip- Responsi- Intelligence Personal Werk as
for for rocal bility of Rules Reckless- Value
Structure Independence Rights ness
.031 .064 . 115 .092 W211%* .034 .017 -.055
127 . 085 -.047 .180%* .100 .017 .015 .001
.143 127 .065 .136 «219%%* .084 .088 -.019
-.012 .014 .052 -.003 .007 -.D36 .066 -.042
-.025 -.006 -.007 .004 .126 -.C12 -.069 -.094
.054 .019 c147* .018 .081 .040 .040 -.050
-.088 -.081 -.062 L0R3 -.004 .018 -.103 -.142
.070 .108 .194%* .027 .089 .032 .080 -.0640
-.003 .030 .082 -.033 .024 -.037 .061 -.097
PR EE -, 018 LR22LFR .043 -.003 .187%* .069 -.080
J156 ¢ e 217%% .218%% .112 .133 .080 = .072 -.194*
e
>—
CONTINUED an|



Table V-6 Continued

Scale Scores

327 -

v I 1T IIT v v VI VII VIII
Rules Preference Des:re Recip- Responsi~- Intelligence Perscnal Work as
for for rocal bility of Reckless~- a Value
Structure Inde pendence Rights Rules ness
welations
Jith
juperiors L1611 .163%* . 200 .057 .148%* -.097 131 -.009
*unctu- .082
ility .080 247%% .036 .092 121 .094 .096
\ttendance .012 . +137 .021 -.005 .037 .026 .04% .078
\ppearance .088 .202% .143 - -.106 .015 .074 017 -.044
Rules and )
Requls.tions .093 .175% 253k * - 053 .054 -.043 .100 -.037
overall .
ivaluation .083 .057 .072 -.058 .121 026 .039 -.,053
* p .05
**% p .01

IC

Aruitoxt provided by Eic:

E
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The resulting factors were intercorrelated and a second order
factor analysis with varimax orthogonal rotations was performed.

Tables V-7 and V-8 present the promax factors. As indi-
cated in Table V-6, a total of eight first order factors were
extracted. The ¢ight factors are called: 1. Respect for
Authority; 2. Dependence; 3. Non-impulsiveness; 4. Obedience
to rules; 5. Conscientious use of time; 6. Desire for Direc-
tions; 7. Work as a Positive Value; 8. Resperr £ . .giis.

Th. secu:.d order varimax analysis is presented in Tables
V-9 and v-10. As indicated, two second order factors were
extracted. The first factor is a general one which incorporates
six of the first order factors. It seems to conform to earlier

conceptions of "Bureaucratic Tolerance." The second factor,
which is more difficult to interpret, relates to dependence,

the conscientious use of time, and obedience to rules.

C. ggpclusions

A factor analysis of a data matrix can neveyr provide a
definitive statement of the nature of the responses of indivi-
duals. However, the technique may be useful in interpreting
and understanding the dimensions which underlie the responses
individuals make to a particular set of guestions.

Tolerance for Bureaucratic Structure was never conceived
of as unitary construct. Four conceptually distinct aspects
of the construct were hypothesized a priori. The factor struc-
ture of the instrument does not strictly conform to the hypothe-
sized four dimensions of the initial construct. The analyses

suggest a somewhat more complex structure.



Table V-7

Rotated Factor Loadings Promax

Item A B C

1 ~.353 G -.038 .. 55
2 .175 -~ 08C .204 -.099
2 .056 .176 ~-.066 -.067
4 -.046 ~.182 .036 . 304
5 -.032 .311 .068 -.058
6 -.134 ~.147 .059 . .135
7 .. 169 .056 .125 .003
8 .133 .047 . ~.094 . 339
9 -~.013 ~-.040 .031 .429
10 .417 .071 .036 .062
11 .526 ~.124 -.024 -.059
12 .117 ~.035 .200 . 145
13 .008 .114 .141 .028
14 .022 .066 .058 .074
15 .017 .068 -.002 .0490
16 -.038 ~.082 .233 .018
17 ~.007 .038 .100 -.070
18 ~-.051 .039 -.009 -.059
19 ~.070 .484 .079 -.011
20 ~-.008 .523 -.080 -.012
21 .014 ~-.170 -.061 -.072
22 ~.000 ~.042 041 .072
23 .050 ~-.002 .387 .052
24 .234 -.131 .230 -.079
25 .087 ~-.076 -.050 .015
26 -.116 .100 .396 .097
27 .011 -.030 .019 <137
28 .044 .482 .066 .063
29 -.087 -.020 .314 -.030
30 -.050 -.060 .054 .163
31 ~.170 ~.005 .306 ~-.039
32 -.040 .124 .208 .354
33 .118 .056 276 -.091
34 -.024 . 159 .072 .017
35 .072 .047 -~.103 .281
36 ~.088 .384 -.000 .007
37 .025 .177 -.073 -.029
38 .172 -.004 . 196 .015
39 .075 -.026 .407 .037
40 . .321 .097 -.000 . 030
41 .123 .028 211 ~.052
42 . 376 .027 .093 .179
43 .030 .024 -.020 .061
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Table V-7 Continued

Factor Loadings¥

E F G H

Itamr

1 .122 .090 .020 .152
2 .067 .0a7 -.146 .139
3 .402 .016 .105 .149
4 .228 .096 ~.096 ~.048
5 -.014 .193 -.073 *  .001
6 .046 .087 .370 ~.042
7 -.051 2177 ~-.088 .140
8 -.053 .052 .134 .087
9 .002 -.009 .138 ~.062
10 .114 .027 ~.073 ~.017
11 -.003 .051 -.051 .123
12 -.051 .188 ~.038 .121
13 -.099 .015 ~.088 .001
14 . 369 .038 ~.055 .063
15 .046 .311 .170 ~.039
16 .372 .054 .072 ~.073
17 -.036 -.018 ~.060 .442
18 .030 .222 L4500 -.030
19 -.092 -.121 ~.ul1a ~.002
20 .016 -.033 ~.026 ~.007
21 .259 .435 ~.001 .033
22 .204 .110 .102 ~.101
23 . 149 -.022 ~.146 ~.141
24 .026 .0€9 ~.083 .052
25 .068 .008 .157 .427
26 .074 -.072 ~..69 .063
27 .031 -.121 .371 .226
28 .069 -.015 . 006 ~.050
29 -.144 .211 .079 ~.054
30 .006 .278 .125 .095
31 .022 .117 .070 .151
32 .235 ~.027 ~.070 ~.049
33 .066 -.002 .217 .017
34 ~.238 .111 .054 .131
35 .001 .211 ~.049 -.021
36 .074 .115 ~.015 ~.008
37 .244 .054 .181 .107
38 .086 .037 ~.061 ~~.003
39 .052 -.191 .119 .053
40 .013 .066 ~.045 ~.217
41 -.139 .065 .178 ~.145
42 ~-.128 . -.156 . .027 .035
43 .050 .381 .090 -.086

¥ Significant loadings are underlined
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Tactor Arravs for Promax Solutions

Loading Item

Factor 1
Respect for Authority

.526 11. It seems to me that most rules on the job
are not really needed.

.417 10. The worst part about working is having to
take orders. .

.376 42. Most foremen are too bossy.

.321 40. Workers often know more than bosses.

Factor 2

Dependence

.523 20. I like the respornisibility of working without
a boss.

.484 19. I would like a job where I had more control
over the way I work.

.482 28. It is better to be your own boss than to
work for someone else.

.389 36. I like to set my own pace when working.

.311 5. I would like to have a job where I could

set the hours.

Factor 3
Non~Impulsiveness

.407 39. It is hard for me to keep from blowing my
top when someone gets me very angry.

.396 26. If I won a lot of money, I would first
take a vacation.

Continued



Table V-8 Continued

Loading Iten
. 387 23. 1 like to spend money as soon as I get it.
.314 29. Jobs where you have tc sit in the rfame

place all day would drive me crazy.

. 306 31. It is smart to take a chance once in a while.

Factor 4
Obedience to Rules

.469 9. I usually do what the boss says even if
I do not agree with him.

.254 32. Even if I don't like a rule I usually obey
it. '

. 339 8. I think most bosses know what they are doing.

.304 4. It is often good to wait and think things

over before deciding.

Factor 5
Conscientious Use of Time

402 3. It makes me angry to see other people
wasting time on the job.

.372 16. It is important to save a regular part of
your salary each week.

. 369 14. If everybody obeyed the rules at work, there
would be fewer accidents.
.304 22. I like to work at a steady speed.
Factor 6

Desire for Directions

.435 21. When I am working I like my boss to tell
me how he thinks I am doing.

. 381 43. I enjoyed filling out this foim.

. 311 15. I like people telling me how to do things.

ERJ(: Continued
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workers are more tolerant of hureaucratic structure than younger
workers and the less well educated are more tolerant than the
better educated. Workers having children tend to be more tolerant

of structure.

Table VII-1

Correlations Between Selected Demographic Variables
and Tolerance for Bureaucratic Structure
Across Sites

Variable Correlation Number

with TBS
Sex (m=1, £=2) .135%*% 2,107
Age .191%* 1,986
Education 4 ~.078%% 2,224
Number of children J1l2%% 1,809
Months employed full time .045f 1,656
' Number of different jobs -.024 1,779
Length of time on job .008 " 793
How long will you remain ' 147 %% ' 802
Would yvou do it again (y=2,n=1) 124 %% 1,045
* p< .05

¥ o .01

The data with respect to work ﬁistory variables is less
clear cut. There is a slight tendency for workers high in TBS
to repqrt having worked more months full time in the past two
yéars than workers low in tolerance. The negative ;elationship
between TBS and the number of different jobs held in the past
two yvears is not significant. The relationship between length

o of time on the job and TBS is also not significant. There is,

ERIC

ammzmn however, a slight tendency for workers high in TBS to report
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that they intend to remain on their job for longer periods than
that reported by workers low in tolerance, and to rebort that
if they had life to live over, they would do the same Jjob again.

It should be noted that the relationships between the work
history Qariables and TBS are smaller when averaged across
sites than is the case when the data were analyzed within sites.

Table VII-2 presents the correlations between the job
satisfaction measure and the demographic and work h. ory
variables. -

Again the pattern of correlations appfoximates the relation-
ships obtained when data within sites were analyzed. Female
workers tend to be slightly more satisfied with their jobs.
Workers with a greater number of children again showed a small
tendency to be roire satisfied. More satisfied workers report
that they have worked a greater number of months full time in
the past two years at slightly fewer different jobs than those
who are less satisfied. Scores on the satisfaction measure are
also positively related to the length of time workexs intend to
remain on their jobs and their willingness to do the same job
again if they had life to live over.

Finally there is a correlation between TBS and the job
satisfaction measure across sites. There is a tendency for those
high in tolerance for structure to report they are more satisfied
with their jobs regardless of what job they hold within our
sample. This correlation is not accounted for on the basis of
a relationship with any third variable. The partial correlation
between TBS and satisfaction controlling for sex--the demographic

ER&Crlable most hlgh]y correlated with each of the other variables-- =

wll Toxt Provided by ERIC

wae .23213. This relationship is con51sfent with the analyses
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within sites.

Table VII-2

Correlation Between Selected Demographic and Work
History Variables and Job Satisfaction

Variable Correlation with Number
Job Satisfaction
Sex (m=1, £=2) L264%% ' 1,576
Age .032 - 1,424
Education ? . .024 1,487
Number of children . L112%* 1,232
Months employed full time L101** 1,238
Number of different jobs -.065%* ' 1,259
How long will they remain | .203%** 771
Do again ' «394%%* 977
TBS .335%% 1,611
x  p<g .05 | |

¥ pL.01

There are a number of demographic variables which could
not easily be analyzed by correlational techniques. For these
variables the mean score on the TBS measure will be presented
for each category. Table VII-3, for example, presents the
relationship between Tolerance for Bureaucratic Structure and
marital status. Note that the mean TBS score increases as we

move from the single category to the married category and to

ERiC‘ those who are divorced. Hence, there is a tendenéy for single
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people to be less tolerant of structure than either those who

are married or divorced.

Table VII-3

Means and Standard Deviations of Tolerance
for Bureaucratic Structure for Persons
with DifferentiMarital Statuses

Marital Status Me an Standard Deviation Number
Single 87.38 18.22 793
Married : 94.38 14.97 921
Divorced 97.64 18.27 217
Other o 95.60 14.35 ' 47

Table VII-4 presents the mean TBS scores for various reli-
gious groups. Note the Jews are lowest in tolerance for structure

followed by Catholics; Protestant group is the most tolerant.

. Table VII-4

Means and Standard Deviations of Tolerance for Structure
for Various Religious Groups

Religious Group Mean - Standard Deviation Number
Catholic 92,48 14.92 474
Protestant 95.89 - 15.01 425
Jewish | 86.35 18.13 213

Table VII-5 presents the TBS scores of various racial groups.

There is a tendency for blacks to be higher in Tolerance for
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Structure than whites or Puerito Ricans. The Puerto Ricans mean

falls betweer that of blacks and whites.

Table VII-5

Means and Standard Deviations of Tolerance
for Bureaucratic Structure for
Various Races

Group Mean - Standard Deviation Number
Black 98.02 14.57 ' 690
White 89.03 17.47 1,236
Puerto Rican 94.92 17.03 106
Other 97.05 15.82 152

In considering the data presented, it ~hould be understood
that they were not gathered on groups representative of the
population as a whole. Consequently generalizations to the
population as a whole, especially with respect to the demogra-
phic data, are completely inappropriate.

The re;ationship between education and 'Molerance for
Structure is different for different sites. For example in one
of the WIN sites the correlation is pbsitive while in one Bf the
bank clerk sites the relationship is negétiVe. Since there is
a tendency for the positive correlations between TBS and education
to occur in those sites where the mean educational leve. is |
gquite low and the negative relationships to occur in those
sites with a high ﬁean level of education, the possibility of_a
curvilinear relationship between the variables existed. 1In

ERikjrder to investigate this curvilinear relationship, the mean

Full Tt Provided by ERIC.
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scores on the TES measure are ccmputed for groups with various
levels of education. Table VII-6 presents the mean scores as
well as the summary of the analysis of variance for the differen-

ces between the groups.

Table VII-6

Means and Standard Deviations of Tolierance for
Individuals Completing Various Levels
of Education

Tolerance for Structure ' Years of Education

1-8  9-11 12 13-15 16+
Mean ' 97.14 98.16 95.34 84.86 81.31
Standard Dewviation 15.61 13.87 15.19 17.79 19.53
Number 237 436 787 ° 506 226

One Way Analysis «f Tolerance for Structure Sccres For Individuals
Completing Various Levels of Education

Source ‘ af Sum of Square Mean Square F
Between .4 88464 22116.00 87.47™
Within 2187 552960 252.84
* pgL.0l

Figure VII-1 presents the Tortionship in & w2 graphic
form. Note that there is a tendency 10r the rc ..°. nigship bet-

weer education and TBS to be positive until somewi2r2 late in

high school when the curve changes slope and additional education

[N

iec associated with lower TBS scores.



Figure VII-1

Mean Level of Tolerance for Bureaucratic Structure
for Various Educational Levels
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Years of Education

For most of these tested in this study who were employed
(as compared with tho.2 in training programs or unemployed),
job titles and brief descriptions were obtained and based on
these materials, their jobs wefe ¢ingified accofding to their

Dictionary of Occupational Titles vode. The DOT classifications

of "worker tfaits" associated with each job were also coded.
We were unable to do this for all workers since in some cases
they did not answer the question relating to their present job
or the job description they gave us was too ambigucus to be coced.
A total of 1,334 usable DOT codes were obtained.

The DOT scores on worker traits were correlated with the
scores on the TBS instrument found among workers on that job.
The worker traits were coded 3o that 1 meant that the trait

Qo was required for the job and 0 meant that the trait was not re-

quired for the job. Table VII-7 presents the correlations with TBS.
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Table VII-7

Correlations Between Tolerance for Bureaucratic
Struc.re and Dictionary of Occupational
Title Worker Traits

Trait Correlation Number
' Wwith TBS

Situations involving a prefer-
ence for activities of a routine
organized concrete nature .071%* 1,334

Situations involving repetitive
or short cycle operations .000 1,334

Situations involving doing
things under specific instruc-

tions .210%%* 1,334

Situations invo*wing the precise

attainment of ¢ .. limits .188*%* _ 1,334
* p < .05

** p o .01

Note that three of the four correlations are significant
and that each of the significant correlations is positive. There
is, therefore, a slight tendency for workers more tolerant of
bureaucratic structure to be working in Jjobs which require
traits related to a tolerénce for sitructure.

Correlations were also computed between the worker traits
and the Brayfield Job Satisfaction Measure. Table VII-8 pre-
sents these correlations. Two correlations are negative and
significant; one is positive and significant. There is a slight
tendency for workers employed on jobs which require routire,
concrete activities to be somewﬁat less satisfied with their
jobs than those on jobs withouv' this characteristié. Workers
whose jobs require repetitive or short cle operations are

also somewhat less satisfied with their jobs. On the other hand,
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work which requires the precise attain: ..z of set limits scems

to be slightly associated with higher jo& satisfaction.

Table VII-8

Correlation Retween Job Satisfaction and
Dictionary of Occupational Title
worker Traits

Trait Correlation with Number
Satisfaction

Situations involving a prefer-
ence for activities of a routine
organized concrete nature. , -.173%*% 1,257

Situations involving repetitive
or short cycle operations -, 247%% 1,257

Situations involiving doing
things under specific instructions ~.006 1,257

Situations involving the precise
attainment o. set limits ' .109% ' 1,257

* p £ .05
* % p<.01

Since one would expect the relationships between Job Satis-
faction and Tolerance for Structure to be moderated by the degree
to which the job is characterized by bureaucratic or structured
traits, an attempt was made to examine this relationship through
partial correlations. Job Satisfaction is correlated with
Tolerance for Structure holding constant the relevant worker

traits. Table VII-9 presents the correliations.
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Teble VII-9

Partial Correlation Between Tolerance for
Bureaucratic Structur. Holding
Constan* Worker Traits

Trait Held Constant Correlation Betwsen TBS and
Satisfaction

- -

Situations invoiving a preference
for activities of a rwutine
organized concrete nature .352%*

Situations involving short :
cycle or repetitive operations .

)
"
&)

*

Situations involving doing things
under specific instructions .344%

Situations involving the precise
attainment of set limits .323%

* p< .01

Note that in three of the four cases the partial correlation
was greater than the zero order correlation. When one controls
for each of the bureaucratic .r stricture traits, the relation-
ship between satisfaction and tolerance incrcases slightly in

3 of the 4 cases.

The Relationship Between the JDQ and TBS Across Sites

Using the jcb descriptimn questionnaire described in Section
II-B, an attempt was made to score each job site. In most
cases & responsible supervisor was asked to £ill out the instru-
ment regarding the requirements of the job. In other cases the
researchers spent time>observing the job and £illed out the
instrument directly. Where ever possible, more than one astimate

was obtained of the degree of structure required on the job in



the site and the score used in data analysis 5 the average
score. Since the instrument hac been used cnly on a small
sample of ‘obs the number should be considered only as an ordina:x
indicator .. ° :he degree of structure. A higher score reZlects
a nigher structure.

Table VII-10 presents the JDQ score for each site together
with the mean TBS score obtained in that site. |

In Table VII~10 it should be noted that the mean JDO
score reported for the Bank Clerical Workers site is different
from the TDQ mean score in the site which was reported previously

in Section II-B.

Table VII-10

Mean Scores on Job Description Questionnaire
Scores by Site

Site Name I Mean JDQ Scc¢ Mean TBS Score
Taxi Drivers 6 83.37
College Secretaries 8 87.82
Office Temporaries 13 95.88
Bank Clerical Workers 18 §7.27
Electronic Assemblers 23 103.83
arment Operators 26 90.83
Textile Printing Workers 27 101.14
Nurses' Aides . . 7 31 99.56

This is because the mean score here was weighted to reflect
the number of workers within the sites who had a job with a
particular JDQ score.

ERIC

IToxt Provided by ERI
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Figure VII-2 presonts the results in a more graphic form.
Note that there is a tendency for the mean level of TBS to in-
Crease as the degree to which the job is structured increcases.
The only major exception tc this tendency is the Garment Site.
This site is rather unusual in that it employs a large number
of immigrant work .s with relatively little education. Most of
the workers have had little experience at other jobs, feel they
have little opportunity to get other jobs, nd thus most report
they intend to stay with the job for the rest of their.life whether
they like it or not. The adherent nature of this group of workers
may be a result of the féct thét they are locked into this
factory by virtue of their membership in a non-Eng! sh-speaking,

immigqrant community with strong ties to this particular industry.

Figure VII-2

Mean TBS Scores and Job Scores fc
Various Occurvations Sites

165 Electronic
Asscmblers e .
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® Aldes
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95 Office Clerical
Temporaries Workers
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Secretaries
85
Taxi®
Drivers
80
5 10 15 20 25 30 35

Mean JDQ Score




If one examincs the results for the white collar and the
blue collar jobs separately the same pattern jg5 observable.

The relevant figures are Figure VII-3 and VII- :.

Figure VII-3

Mean TBS Scores and Job Sco res for
Various Blue Collar Siztes

105 Electron. c
Asseﬁplers
o
100 Textile
Printing
Workers
Me an 95
TES
Score eGarment
90 Workers
85
Taxi
80
5 10 15 20 25 30
Mean JDQ Score
Figure VII-4
Mean TBS Scores and Job Scores for
various White Collar Sites
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Table VII-11 presents the correlations between the Tolerance

i)

for Structure Measure and the Bravfield Job Satisfaction moasur
in each site. 2 consistent pattezn does not emerge. Tnere is a
positive corrs “ation in each sitz. The macnitude of the cor-
reiation does nout seem to vary in a syste.sztic fashion as the
degree oi structure within the site changes. It hed been antici-
pated that for structured sites the relationship between satis-
faction and Tolerance for Structure would be stronger than

for unstructured sites. At least within the range of structure

represented by our work sites, this is not the case.

Table VII~11

Correlations Between TBS and Job Satisfaction
for Sites of Different Structure

Site JDQ Correlation Between
- Scores TBS and Satiszza~tion

Nurses' Aides 31 . 369

Garment Operators . 26 .473

Electronic Asseriblers 23 .270

Office Temps 13 . 409

College Secretaries 8 .387

Taxi Drivers 6 . 386

There is a tendency fo rkers more tolerant of struciure to

indicate greater satisfaction with their job even in unstructured

sites,.
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Table VII-12 presents thce mean level of Job Satisfaction

obtained in each site. Previous analyses using the DOT indicated
that workers in jobs whose characteristics suggest more complex

tasks tend to be slightly more satisfied with these jobs.

Table VII-12

Mean Job Satisfaction Scores By Site

Site Name ‘ Mean JDQ Mean Satisfaction
Score Score

Taxi Drivers 6 ' 56.79

College Secretaries 8 ©63.79

Office Temporaries 13 62.53

Electronic Assemblers : 23 62.56

Garmeht Operators 26 58.18 -

Nurses' Aides 3 31 . 66.02

Using the JDQ as a direct measure of the over-all degree
of structure, this relationship is not supported. There is no
consistent pattern between job satisfaction and job structure

scores.
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VIII. SUMMARY AND POLICY IMPLICATION

A, Summarv

The goal of the study was to develop instruments to
measure workers' Tolerance for Structure to measure the structu-
ral requirements of jobs. Presumably Tolerance for Structure
is an attribute of personality which accounts for some of thev
match between an individual and a job and influences some
behavioral and attitudinal responses workers have to their
jobs.

Based on this notion, a 43 guestion instrument was de-
veloped which is designed to tap the extent to which an indi-
vidual indicates a tolerance or preference for working in a
structural work environment. This instrument is called the
TBS (Tolerance for Bureaucratic Structure) Instrument. The
instrument was administered to over 2,500 individuals in a
variety of jobs and job training programs. In the 15 separate
sites where the instrument was administered, split half and
coefficient alphareliabilities ranged from .73 to .86. Test-
retest stability data on the instrument over a period of time

.in excess of cne year yielded a correlation of .6 between
successive measurements.

Scores on the TBS instrument were related to a number of
demographic variables. There was a positive relationship bet-
ween TBS and age. Single workers scored lower than married
or divorced workers. There was a relationship between reli-

1 gious preference and TBS. There was a curviiinear relationship

ERIC

IToxt Provided by ERI
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between education and TBS with lower TBS scores associated
with both very little and a substantial amount of education.
High scores on the TBS instrument also tended to be associated
with a more stable work history.

In several sites, various supervisory ratings of perfor-
mance were obtained for workers and trainees. The majority of
the correlations between TBS and these ratings were positive
although they were small. There seems to be a tendency for
supervisors to give higher performance rating high TBé workers.

In several sites, job retention data were obtained. Again
there was a slight tendency for higher TBS workers to stay
on the job or to complete training programs compared to lower
TBS workers who tended to leave mo;e frequently.

Finally TBS scores were related to a standardized d;rect
measure of global job satisfaction. The correlations between
TRS and all Satisfaction indicators were positive in eacﬂ of
the work sites. High TBS workers report that they like their
jobs more and show other evidence of their general satisfaction.

When the Dictionary of Occupational Titles "Worker Trait”

Codes were related to the scores of workers on the TBS instru-
ment positive correlations were obtained. There seems to be a
tendency for high TBS workers to be employed at more structured
jobs as roughly estimated by these.

The second instrument, developed to measure the degree to
which jcbs are structured, was called the Job Description
Questionnaire (JDQ). The instrument is a 45 item check list
generally answered by the person supervising the job being

measured. Median reliability estimates for this scale were
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also in the .80 range. The instrument had low positive cor-
relations with related ratings of the same job obtained from

the Dictionaryv of Occupational Titles.

Finally there was a tendency for the mean level of workers'
TBS within a site to be rougaly congruent with the scores on

the JDQ for the jobs they held at the particular sites.

B. Policy Implications

The findings of the study suggest several policy directions,
both "low level" and more general. One concerns the question

of selectivity vs. "socialization" (a sociological term which

encompasses various modes of education, from formal training

to informal learning). Often the success of well-known educa-
tional programs, such as the case methods used at Harvard
Businezs School, or the liberal arts programs of top colleges
(Oberlin, Reed, Antioch), are due to the fact that they recruit
"better" students than other schools. "Better" is here defined
strictiy, a0t in terms of the many moral concepts but rather

in terms of the end product the =ducational process is supposed
to yield. Thus, for instance, if the success of the Harvard
Business School is measured by the income of its graduates

five years after they are ouf of school, as compared to some
other school, the question is how much of this difference is

due to Harvard's éuperior training versus how much larger

a proportion of the students are sons of corpofation presidents.
Similarly, the quality colleges seems to draw a larger proportion

of their student body compared to other colleges from top high
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school students and from homes where there is a positive orien-
tation toward learning. This may account for much of the
difference in their graduates' success. All this is not to
suggest that schooling makes no difference but that it may
account for less of the "output" variance than is often assumed.

Weakness of educational or training procedures as compared
to other'approaches can be gleaned also from the high costs of
averting a death in driver education versus enforced use of
seat-belts; the poor results of most psychotherapeutic and
rehabilitation programs as compared to reliance on counter
drugs or blocking drugs (such as antabuse vs. methadone); and
the common failure of information campaiyns to get people to
curb smoking or drinking.

It should be added that education seems most useful when
the changes sought are small and motivation is available, e.g.,
~ teaching typing to newly hired personnel on the job. It seems
least productive to try to bring about deep far-reaching changes
in the person.

The findings of this study--far from definitive, subject
to additional checking and expansion--surely add additional
power to this general line of thought. They indicate that
persons have éome set preferences (or "tolerance") in terms of
their work which seem not easily changed once they reach maturity,
and surely not altered by their participation in job training
courses.

What does all this tell the policy maker? First, any

optimism expressed, assumed, or implied in a vast network of job
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training programs, is ill-founded. By and large it should be
assumed that when training programs aim not at providing spe-
cific skilis (e.g. teach truck driving) but at changing habits
(e.g. "generic" goals such as making people more punctual, neat,
or conscientious), they will tail, in the simple sense that
people who enter and leave them will not be different in any
manner relevant to these goals.

A new review of all training programs seems calléd for--
to check what their goals actually are. Specific skills or
“generic"? And if "generic", how valid is the evidence, if any,
that suggests impact lasting beyond graduation?

While our purpose was not and is not to evaluate presently
funded or other training programs, the great resistance we
encountered in letting researchers into these programs--even
when we were supported by the Department of Labor which funded
these programs--is indicative of how far off many of these
piograms are of their stated goals, or any others.

Of those programs we came to know, the rationale for their
existence or evidence of the efficacy of their efforts, surely
elude us.

Also, the ethical and social issues raised by "generic"
education, as distinct from technical (or skill) training, must
be reviewed. Even if it were possible to take persons not
tolerant of bureaucratic structure and change them to become
tolerant, even if onc could take "untight" persons and "tighten"
them up (as many training programs imply), one wonders if this
could be justified. For one, uptight people may well be driven,

. ‘
E}{B:Unhappy persons compared to un-tight ones. Sccond, the better

IToxt Provided by ERI
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jobs may well require a lower level of tightness. And, are
the persons subject tc such programs aware of the psychic im-
plications of such reshaping?

It seems to us it would be easier (though far from easy)
and morally more acceptable, to change job—specificétions to
suit the pred'spositions of the employees rather than shape
employees to fit the job specifications to suit the predisposi-
tions of the employees rather than shape employees to fit the
job specifications.

A third approach seems superior to both in terms of
economy of effort and cost and moral considerations—-namely
match people at jcis better on the basis of the people's pre-
dispositions and the jobs' épecifications.

Thus it would follow from our study that all main categories
of jobs should be characterized from the viewpoint of the level
of bureaucratization (or tightness) they presently require;
that persons seeking Jjobs or transfers be given the opportunity
to test themselves or be tested by the Tolerance for Bureaucratic
Structure scale and their score interpreted to them; and that
people be advised to seek jobs which are compatible with their
predispositions or at least,‘to avoid those in which they are
likely to be uncomfortable. We do not suggest at this state
of the art very fine differences be relied upon, but if jobs
are ranked on a seven-point scale from very highly bureaucratic
(e.qg., assembly line) to very lowly bureaucratic (e.g., taxi
driving), no person who scores 83 on the Bureaucratic Tolerance

Scale, be advised to work on ~n assembly line, etc., etc.
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Of course, cother considerations, such as scércity of appropriate
jobs available and income differences will affect people's
choices,vbut surely no public funds should be invested to try
to fit square pegs into round holes because it costs too much,
hufts +oo much, and will not work.

High school kids as well as drop-outs may well be counseled
as to their scores and the suitable range of the Jjobs for them.

As a matter of fact, this is an area into which we believe this

research should be extendeaq.
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The scoring key follows:

Strongly Disagree = 0
Disagree = 1
Omit = 2
Agree ‘ = 3
Strongly Agree = {4

Questions where the scoring is reversed are indicated by a R
following the space for the response. The scoring key for

reversed (R) items is:

.Strongly Disagree = 4
Disagree = 3
Cmit ‘ - V' = 2
Agree = 1
Strongly Agree = 0

Items where the individual has not responded or where his res-
ponse is unclear are scored as 2. If more than 5 questions are

omitted the score should be disregarded.

1 16 31 R
2 R 17 R 327
3 18 337 R
4 197 R 34 R
5 R 20 R 35

6 . 21 36 R
7 R 22 37

8 237 R 38 R
9 24 R 39 R
10 R 257 40 R
11° R 26 R 41 R
12 R 27 42 R
13 R . 28 R : 43

14 297 R .

15 30
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V. THE NORMATIVE GROUP e

The normative group for the instrument consists of 2,592
individuals either employed in a variety of jobs or enrolled in
training programs for particular jobs. Most respondents were
located in eastern states and live in urban areas. Data were
gathered from a total of 15 distinct groups. The groups were
selected because they represent a variety of blue and white
collar jobs, and typical federally-sponsored job training programs.
Table 1 presents a listing of the groups and the number of indi-
viduals obtained in each group.

The demographic characteristics of the normative group are
presented in Table 2. ‘

It should be noted that the normative data provided by
these groups should be taken only as suggestive. The sample
obtained is not representative of the work population as a
whole nor any general segment of the working population.
Consequently the norm tables provide only a rough estimgte
of the range of actual scores and of the level of a particular
group. It is strongly suggested that persons attempting to

use this scale develop their own normative data.
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Table 1

Sites in Which Data were Obtained on the
e Tolerance for Bureaucreatic Structure

Instrument

Site Number
1 Garment Factory WOY KO ES e e o e o sansseavasnsssanssaaassssaaas 162
2 NUTrSesS' BideS..eeeeeccseas saasaasssoasasss Ceaeavsacs s s saaaa 195
3 Collegiate Nursing Students. ....cccecetteereceaacssnseans 173
4 Office Temporary WoOrkers.......eeeeeeesane. cecssneseseans 348
5 Unemployed Workers........ ce s et s eeant s e eaaaaras s saneanna 73
6 Miscellaneous Clerks...... e, e, 123
7 Taxi Drivers.....cececeece. ceaaasesasanea saseeaans s JU 332
8 Clerk TraineeS..eeeeeeeessossasescassassassosaansssanesscs 173
9 Bank Clerks..... et et s asaeee st ae e e b aaassaeanns 205
10 Bank Clerk TralneeS...eeeeesscsesacssacassans cesrenear e 126
11 Worker Incentive Program-(WIN) TraineeS.....cceeeeaeassss 118
12 Concentrated Employment Program (CPE) Trainees........... 279
13 Electronic Assembly WOXKeIrS....eeeceseaacersoasaocacncens 30
14 University Secretaries.........ceeeroecrccees eeaerae e 168
15 Textile Printing FactoOry...cieeessanecccecsecaracaaccanas 47
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Table 2

. ... . ..Demographic Characteristics of the
oo 7 7 Normative Group

Sex: Male 50%
z Female 50%
Age: Mean 33.55

Standard Deviation 14.26

Years of : Mean 12.62
Schooling Standard Deviation 6.70
Religious Protestant 39%
Preference Catholic ) 35%,
Jewish 17%
Race I White 57
Black 31

Other 12




VI. NORMS

As was described in the previous section describing the
norming sample, the norms presented here can best be thought of as
suggestive rather than definitive. Table 3 presents the con-
version of the raw scores on the instrument to t and z scores
as well as percentile scores. It should be noted that the per-
centile scores were obtained by normalizing the distribution
and then computing percentile scores. The norms presented 1in
Table 3 use all the groups described.

Because there is a relationship between the kinds of work
at which an individual is employed and the scores on the TBS,
separate tables of norms are presented for various categories
of jobs. Those in the sample who were actually employed at
the time of. testing were divided into four categories based on
a division of jobs into blue-collar and white-collar, structured
jobs and unstructured jobs. The structured white-collar group
includes nurses' aideé and bank clerks. The unstructured white-
collar jobs‘include college secretaries and office tempoféry
workers. The structured blue-collar jobs include electronic
assemblers, garment workers, and chemical printing operators,
The only unstructured blue-collar job is taxi driver. Tables

4 through 7 present norms for these groups.
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Norms on Tolerance for Bureaucratic
. ....8tructure Instrument for all

Groups
Raw Score Z T . Percentile
43 ~-2.63 26 1
44 -2.58 26 1
45 -2.52 26 1
46 -2.47 26 1
47 -2.42 27 1
48 -2.36 27 1
49 -2.31 | 27 | 1
50 , -2.26 27 1
51 -2.21 27 1
52 -2.15 28 1
53 -2.10 28 2
54 ~2.05 29 2
55 . -1.99 29 2
56 -1.94 30 2
57 -1.89 31 3
58 -1.83 31 3
59 -1.78 32 3
60 ) | -1.73 32 4
61 -1.67 32 4
62 -1.62 33 4
63 -1.57 33 5

' continued
Q




Table 3 Continued

Percentile

Raw‘Scofe Z T

64 -1.51 33 5
65 -1.46 34 ' 6
66 ~1.41 35 6
67 -1.35 35 7
68 -1.30 35 7
69 -1.25 36 8
70 ~1.19 36 8
71 -1.14 37 9
72 | -1.09 37 | 9
73 -1.03 37 | 10
74 - .98 38 11
75 - .93 38 12
76 - .87 39 13
77 - .82 39 v 14
78 , - .77 40 15
79 - .71 40 17
80 - .66 e 18
81 : - .61 41 19
82 - .55 42 21
83 - .50 42 22
84 - .45 43 24
85 - .39 43 26

continued




Tabie 3 Continued

3

Raw Score

Z T Percentile
ée ~.34 44 28
87 . ~.29 45 31
88 -.23 16 33
89 ~.18 46 35
90 ~.13 47 37
91 ~.07 - 47 39
92 -.02 - 48 41
93 +.03 48 44
94 .09 49 47
95 .14 50 49
96 | .19 . 50 52
97 .25 51 55
98 .30 52 57
99 .35 52 60
100 e 53 62
101 , . 46 54 64
102 .51 54 67
103 .57 55 69
104 .62 56 71
105 €7 56 - 73
106 .73 57 75
107 .78 57 77
108 .83 58 79
109 .88 59 81
110 .94 59 82

continued
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Table 3.Continued

aw Score Percentile

Z T
11 .99 60 84
12 1.04 61 - _ 85
13 1.10 61 87
14 1.15 62 88
15 "1.20 62 89
16 1.26 63 . 90
17 1.31 64 91
18 1.36 64 ) 92
19 1.42 65 93
20 - 1.47 66 94
21 1.52 67 95
22 1.58 67 96
23 1.63 68 96
24 1.68 69 97
25 1.74 70 98
26 ‘ 1.79 70 98
27 1.84 71 98
28 1.90 71 98
29 | 1.95 72 99
30 2.00 72 99
31 2.06 73 99
32 2.11 74 99
33 2.16 74 99
34 2.22 74 ' 99

Q continued
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Table 3 Continued

" Raw Scors -z Percentile

T
13t 2.27 75 99
136 2.32 75 99
137 2.38 76 99
138 2.43 78 99
139 2.48 79 99
140 2.54 79 99
141 2.59 79 99
142 2.64 79 99
143 2.70 79 99
144 - 2.75 80 99
145 2.80 81 99
146 2.86 81 99
147 2.91 82 99
148 2.96 82 99
149 3.02 83 99
150 ’ 3.07 84 99
151 3.12 84 99
152 3.18 - 99
153 3.23 -- 99

154 3.28 - 99




Table 4

Norms on Tolerance for Bureaucratic
Structure Instrument for Blue
Collar Structured Groups

21

43
44
45
46
47
48
49
50
51
52
53
54
55
56
57
58
59
60
61
62
63
64

Z z' z
~3.7 13 6> 21
~3.7 13 66 2.1
~3.6 14 67 2.0
~3.5 15 68 _1.9
~3.4 16 69 -1.8
~3.4 16 70 _1.8
3.3 17 [
~3.2 18 72 ~1.6
~3.1 19 73 1.5
3.1 19 s
-3.0 20 > 1.4
2.9 21 76 1.3
-2.9 21 77 3.3
Z2.8 22 | = 78  _1.2
-2.7 23 79 -1.1
-2.6 24 80 3.0
-2.6 24 81 1.0
-2.5 25 82 _ 4
-2.4 26 83 - .8
2.3 27 84 _ 4
-2.3 27 85 . .7
-2.2 28 86 - .6

29
29
30
31
32
32
33
34
35
35
36
37
37
38
39
40
40
41
42
43
43

44

continued



87
88
89
90
91
92
93
94
95
96
97
98
99
100
101
102
103
104
105
106
107
108
109
110
111

112

}13

Table 4 Continued

.
45
45
46
47
48
48
49
50
51
51
52
53
54
54
55
56
56
57
58
59
59
60
61
62
62
63

64

114
115
116
117
118

119

128
129
130
131
132
133
134
135
136
137
138
139

140

64
65
66
67
67
68
69
70
70
71
72
72
73
74
75
75
76
717
78
78
79
80
80
81
82
83
83

continued

22



141
142
143
144
145
146
147
148
149

150

2' is a standard Score with a Mean of 50 and @ Standard

Deviation of 10.

Table 4 Continued
2
84
85
86
86
87
88
88
89
90

91

23



Table 5

Norms for Bureaucratic Structure
Instrument for Blue Collar
Unstructured Group

z z'* z z'
43 -2.3 27 66 ~1.0 40
44 -2.3 27 67 - g
- 41
45 -2.2 28 68 - .9 a1
16 -2.1 29 69 - .8 42
4 2.1 29 70 - .8 42
48 -2.0 30 71 - .7 43
49 -1.3 31 72 - .5 44
50 -1.9 31 73 - .6 44
>t -1.8 32 74 - .5 45
>2 -1.8 32 75 -5 s
53 -1.7 33 76 - .4 46
54 -1.7 33 77 - .4 44
55 -1.6 34 78 - .3 47
>0 1.6 34 79 - .2 48
> -1.5 35 80 -2 a8
58 -1.4 36 81 - .1 49
>9 -i.4 36 82 - .1 49
60 -1.3 37 83 0 50
61 -1.3 37 84 0 50
62 -1.2 38 85 + .1 51
63 -1.2 38 86 .1 51
; 64 -1.1 39 87 .2 52
65 ~1.0 40 88 .3 53

continued



89
90
91

92

94 .

95
96
97
98
99
100
101

102

103

104
105
106
107
108
109
- 110
111
112

113

IS

Table 5 continued

53
54
54
55
55
56
57
57
58
58
59
59
60
61

61

61

62

63
63
64
65
65
66
66
67

116
117
11¢
119
120
121
122
123
124
125
126

127

‘128

129
130
131
132
133
134
135
136
137

138

67
68
68
69
70
70
71
71
72 .
72
73
73
74
75
75
76
76
77
78
78
79
79
80
80
81

Continued

25



Table 5 Continued

Z g
: 139 3.2 82
140 3.2 82
141 3.3 83
142 3.3 83
143 3.4 - 84
144 3.4 84
145 3.5 | 85
146 3.5 85
147 3.6 86
148 3.7 87
149 3,7 © g7
150 3.8 88
151 3.8 88
152 3.9 89
153 3.9 . 89
154 4.0. 90

* Z' is a standard score with a mean of 50 and a standard
deviation of 10.




Table 6

Norms for Tolerance for Bureaucratic Structure
' . Instrument for White Collar
‘ Structured Groups

27

43

45
46
47
48
49

50

52
53
54
55
56

57

58

59
60
61
62
63

Z Z'* Z
-4.0 10 64 ~2.5
-3.8 12 65 | -2.4
-3.8 12 - 66 -2.3
-3.7 13 67 -2.2
-3.7 13 68 -2.2
~3.6 14 69 -2.1
-3.5 ' " 15 70 -2.0
-3.5 15 71 -2.0
-3.4 16 72 -1.9
-3.3 17 73 ' -1.8
-3.2 ' 18 74 ~1.7
-3.2 18 75 ~1.7
—3.i 19 76 -1.6
-3.0 20 77 -1.5
-3.0 20 78 -1.5
-2.9 21 79 1.4
-2.8 22 80 ' ~1.3
-2.7 23 81 -1.2
-2.7 23 82 1.2
-2.6 24 ‘83 -1.1
-2.5 : 25 84 - 1.0

25

26

27

28

Zl

28

29
30
30
31
32
33
33
34
35
35
36
37
38
38
39

40

continued



85
86
87

88

.90

91
92
93
94
95
96
97
98
99
100
101
102
103

104

105

106
107
108
109

110

Table 6‘Continued

41
42
43
43
44
45
46
46
47
48
48
49
50
51
51
52
53
53
54
55
56
56
57
58
58

111
112
113
114
115
116
117
118
119
120
121
122
123
124
125
126

127

128

129

130

131
132

133

134

135

136

k 3
.é 59
0 60
.1 61
.1 61
.2 62
.3 63

3 63

4 64
.5 65
.6 66
.6 66
.7 67
.3 78
.8 68
.9 69
.0 70
1 71
.1 71
.2 72
.3 73
.3 73
4 74
.5 75
.6 76
6 76
7 77
continued

8



137

138

139

140
141
142
143
144
145
146
147
148
149
150
151
152
153

154

*

29

Table 6 Continued
71
78
78
79
80
81
81
82
83
83
84
85-
86
86
87
88

- 88

89
90

Z' is a standard score with a mean of 50 and a standard

deviation of 10.



Table 7

Norms on Tolerance for Rureaucratic Structure
Instrument for White Collar
" Unstructured Group

Z Z' % Z
43 2.9 21 64 ~1.7 33
44 -2.9 21 65 -1.6 34
45 -2.8 22 66 -1.6 34
46 -2.7 23 67 1.5 35
47 ~2.7 23 68 ~1.5 35
48 -2.6 24 69 1.4 36
49 -2.6 24 70 ~1.3 37
50 -2.5 Y 71 1.3 37
51 -2.4 26 72 . -1.2 38
52 -2.4 26 73 ~1.2 38
53 -2.3 27 74 -1.1 39
54 -2.3 .27 75 ~1.1 39
55 -2.2 28 76 ~1.0 40
56 -2.2 28 77 - .9 41
57 -2.1 29 78 - .9 41
58 -2.0 30 79 - .8 42
59 -2.0 . 30 80 - .8 42
60 ~1.9 31 81 - .7 43
61 . -1.9 31 82 - .7 43
62 ~1.8 32 83 - .6 44
. 63 ~1.8 32 84 - .5 45

continued




85
86
87
88
89
90
91
92
93
924
95
96
97
98
99
100
101
102

103

104

105
106
107

- 108

109

Table .7 Continued

Zl

45
46
46
47

48

48

49
49
50
50
51

52

52

53

" 53

54

54
55
56
56
57
57
58
59
59

110
111

112

- 113

114
115

116

T 117

118
119
120

continued

60
60
61
61
62
63
63
64
64
65
65
66
67
68
68
68
69
70
70
71
71
72
72
73
74

ZI

31



Table 7 Continued

z A
135 2.4 74
136 2.5 75
137 2.5 75
138 2.6 76
139 2,7 77
140 2.7 77
141 2.8 78 .
142 2.8 78
143 2.9 79
144 2.9 79
145 3.0 . 80
146 3.0 80
147 3.1 81
148 3.1 81
149 3.2 82
150 3.2 :P)
151 3.3 83
152 3.3 83
153 3.4 ’ 84
154 3.5 85
155 3.5 85

— * Z' is a standard score with a mean of 50 and a standard
deviation of 10.

-
{
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VII. RELIABILITY OF THE TOLERANCE FOR BUREAUCRATIC
STRUCTURE INSTRUMENT ¢

Two methods were used to estimate the reliability of the

instrument. In each of the sites where the instrument was

tested measures of internal consistency were computed. Table 8

~presents these data.

Table 38

Internal Consistency of JDQ by Site

Site _ Reliability* N
Garment Factory Workers . 804 162
Nurses Aidles _ <717 195
Nursing Students f ’ 772 173
Office Temporary .813 348
Unemployed 73
Miscellaneous Clerks 123
Taxi Drivers . 847 332
Clerk Trainees . 835 173
Bank Clerks ' .803 205
Bank Clerk Trainees .799 126
Worker Incentive Program

Trainees -.735 118
Concentrated Employment Program |

Trainees .742 . - 279
Electronic Assembly Workers .785 | 30
College Secretaries . - .862 168

Textile Printing Factory . 814 47

* Coefficient Alpha.
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Note that in the majority of cases the reliability of the
instrument is approximately .80.

In order to estimate the test-retest stability of the ins-
ﬁrument, a sample of trainees enrolled in the WIN and CEP pro-
grams were tested a second time after a period ranging from 12 to
18 months following that the initial testing. Table 9 presents
the correlations between the first and the second testing.

Note that...

Table 9

Test-Retest Stability of JDQ at Job Training Site

First Testing Second Testing
Mean 102.86 103.35
Standard Deviation 13.72 13.49
Number 120 . 120

correlation .634

VIII. VALIDITY OF THE TOLERANCE FOR BUREAUCRATIC
STRUCTURE INSTRUMENT

Four methods were used to establish the validity of the
TBS. Initially correlations were obtained betweeh scores on
the instrument and supervisory ratings. Then the scores on the
TBS were related to retention in structured jobs and to work

ERi(j history variables. The third method was to relate scores on
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the instrument to expressed job satisfaction. The final method
was to relate the average score on the TBS for a particular
site to the degree of structure of the job as measured in that
site.

Supervisory ratings were obtained in the bank clerk site.
Table 10 presents the correlation between supervisory ratings
and scores on the TBS for a group of entry workers. Table 11
presents similar data for a group of workers who had been

employed for longer periods of time.

Table 10

Correlations Between Tolerance for Bureaucratic
Structure of Entry Workers and Supervisory
Ratings 6 Months Later at Bank
' Clerk Site

Supervisory Rating Correlation N
with JDQ -
Effort .086 144
Initiative ‘ .079 144
Promotion Potential .181* 144
Accuracy ' .015 144
Speed .000 144
Job Knowledge , .090 - 144
Learning Ability -.076 144
Emotional Stability | 112 144
Relations with co-workers .175% 144
Relations with Superiors 216%* 144
Punctuality , .114 144
Attendance ' ) .005 144
Appearance . .098 ‘144
Rules and Regulations .125 144

¥ p < L,05

ale ok
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Table 11

Correlations Between Tolerance for Bureaucratic
Structure of Long Term Workers and
Supervisory Ratings at Bank

Clerk Site
Supervisory Rating Correlation N
' ] __with JDQ

Effort 222% 61
Initiative and Responsibility f272% 61
Promotion Potential .206 61
‘ Accuracy .288% 61
Speed .036 61
Job Knowledge .163 61
Learning Ability : .110 61
Emotional Stability .085 61
Dependability .261% 61
Relations with Co-workers 294% 61
Relations with Superiors .365% ' 61
Punctuality | | .165 | 61
Attendance . 342%% 61
Appearance and Grooming .178 61
Attitude toward Rules and 61
Regulations . «233% 61

* p <« .05

*% p < .01

In two job training programs sponsoréd by the federal
government, data were obtained relating TBS scores to super-
visory ratings of trainees on a number of performance traits.
Table 12 presents the overall correlations. Note thkat all the
correlations are small, though positive and in the expected

direction.
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Table 12

..Correlations Between Tolerance for Bureaucratic
Structure and Ratings at CEP and WIN Sites

Supervisor Rating Correlation with N
. __JDbO

Regular Attendance .114% 265
Promptness .129%* 265
Ability to Follow Rules and .

Regulations .115%* 265
Ability to take Orders .110% 265
Ability to Stay with Routine

Tasks J137% 265
Ability to Think in terms of

Long Term Goals .118% 265

* p< .05

Retention data were obtained

presents the mean scores of those

not retained in a textile printing factory.

in three sites. Table 13
retained and those who were

Note that the group

who remained on the job had significantly higher scores on the TBS.

Table 13

Means and Standard Deviation of Tolerance for Bureaucratic
Structure in Textile Printinag Machine Tenders Site

Workers who

Workers who

Remained Left
Mean 148.86 139.17
Standard Deviation 15.20 14.86
Number 22 ' 22
t = 2.16 (p < .05)
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Table 14 presents similar data for the clerical training
program. In this case the data relate to those who were en-
rolled, completed the training, and were placed in jobs as
contrasted with those who did not complete the program sub-

sequent to enrollment.

Table 14

Means and Standard Deviations of Tolerance
for Bureaucratic Structure Scores
of those Trainees Retained
and Those Dropped at
Clerk Training

Site
Retained Dropped
Mean . 107.86 101.85
Standard Deviation 14.86 16.34
Number 21 26

t = 1.32*

* p<.l0

Table 15 presents the scores on the TBS for trainees en-
rolled in the Bank Clerk Training Program. Comparative data
are presented for those who remained on th¢ job after three
months and for those who did not remain on the job after that
period of time had elapsed.

In each site described above, there is a slight tendency
for the workers who stayed on the job or who completed the
training program to have higher TBS scores.

The third method of establishing the validity of the
instrument consisted of relating scores on the TBS to measures

of job satisfaction. The job satisfaction measure chosen was
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the Brayfield Scale.* This is a general Jjob satisfaction
measure giving an overall measure of the degree of job satis-
faction. Table 16 presents the correlation between satisfaction

and scores on the TBS for a number of sites.
Table 15

Mean Scores on Tolerance for Bureaucratic
Structure Instrument for those
Retained in Bank Clerx

Trainees Site

Group that Group that

Remained Left job
. on Job
Mean , 50.44 “45.74
Standard Deviation 16.14 17.93
Number 63 63
t = 1,72%
* p< .05

Table 16

Correlations Between JDQ and Job Satisfaction
Various Sites

Site Correlation Between JDQ
and Satisfaction

Nurses' Aides | .369

Garment Operators 473

Electronic Assemblers ' .270

Office femps .409

College Secretaries : .387

Taxi Drivers ' ‘ . ~ .386 o
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Note in each case that there is a positive correlation
between job satisfaction and scores cn the JDQ. There is a
slight tendency for those more tolerant of structure to des-
cribe themselves as more satisfied with their jobs.

The final estimate of the validity of the instrument was
obtained in two ways. Initially a job title and description
was obtained for each individual who responded to the TBS.
Using that information, the Worker Trait section of the Dic-

tionary of Occupational Titles was used to gain an estimate of

the degree of structure required on the job. Table 17 presents
the correlations between the traits required by workers on

particﬁlar jobs and the scores on the TBS.
Table 17

Correlations Between Tolerance for Bureaucratic
Structure and Dictionary of Occupational
Title Worker Traits

Trai* Correlation Number
with JDQ

Situations involving a preference
for activities of a routine
organized concrete nature : .071* 1334

Situations involving repetitive
or short cycle operations .000 1334

Situations involving doing things
under specific instructions .210%%* 1334

Situations involving the precise
attainment of set limits .188%** ' 1334

* p < .05
** p £ .01
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As a second means of obtaining an estimate of the degree
of structure required by the jobs in the sample, a 45 guestion
instrument was developed to rate the jobs on the degree of
structure required. Table 18 presents the scores on the TBS

for sites with various degrees of structure.
Table 18

Mean Scores on Job Description Questionnaire
Scores by W Site

" Site Name ‘ Mean JDQ Score  Mean TBS Score
Taxi Drivers 6 83:?7
College Secretaries 8 87.82
‘Office Temporaries 13 95.88
Bank Clerks* 18 97.27
Electronic Assemblers 23 103.83
Garment Operators 26 90.83
Machine Tenders and Operators 27 101.14
Nurses' Aides 31 ' 99.56

%

Note that, with one exception, there is a tendency for
the mean level of structure required in a job to correspond
roughly to the mean TBS score of workers in that site. The
exceptional site is a group of garment workers. They axe an
unusual group because many of them are immigrants with little

formal education Zn the United States and locked into their

present job by language barriers and ethnic group ties.
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IX. SUGGESTED USESE OF THE INSTRUMENT €.

The reséarch which has been completed on the Tolerance for
Bureaucratic Instrument suggests that the atpribute of person-
alffy it is designed to tap is an iméortant dimension along
which individuals respond to their jobs. The data suggest that
there is some congruence between the actual degree of structure
characterizing a work role and the mean level of tolerance
among workers who remain in that job. Similarly, there are
small relationships between scores on th~ instrument and per-
formance on these jobs, as measured by supervisory ratings,
job retention, and job satisfaction. Note, however, that in
each case, the validity coefficients are quite low.

The TBS instrument is relatively transparent, that is the
questions openly measure aspects of jobs usually considered
important by employers, (even if not liked by workers) and most
workers certainly are aware of the normatively expected res-
ponses (high tolerance). As a consequence, the instrument may be
subject to faking and cannot be recommended as a useful tool
for selection purpose=. In addition, while the reliability
of the instrument makes it quite suitable for research purposes,
like most other instruments of its type, it is not adequate
for use in selection programs. However, with a cooperative
respondent, the instrument may be useful in career and employ-~
ment counseling by helping the individual understand himself
better in relationship to the structural requirements of jobs.

It may also have an applied use as an aid in job referral when
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other sources of information can be used to confirm or reject

hypotheses regarding individuals deprived from their TBS scores.
Nevertheless, the immediate, primary utility of this

instrument lies in the area of continued research into problems

relating to the current design and management of jobs and

the relationship of such roles to the needs and personality

attributes of workers.



